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IN mO DUC TION 



INTRODUCTION 

A recent study of the local union~management 
1 

relationship in forty-one plants in the United States stated 

in its conclusions that a number of challenging questions 

remained to be answe~d. One of these was identified as the 

problem of the effect of different collective bargaining 

structures upon the relationship. It was posed in the following 

te:rms: 

"It has been hypothesized by some 
observera and participants that the 
structure wi thin which the union
management accommodation process 
occurs has a significant effect on 
the quali ty of the relationship and 
i ts re sul ts. 1be controversy over 
local versus industry-wide bargaining 
implici tly involves this hypothesis. 
~ what degree is the type of relation
ship determined by the bargaining 
structure? What difference does i t 
make to the local establishment if the 
basic standards are fo:rmulated outside 
of the establishment by outside manage
ment and union representatives?"2 

~s study is concerned w1 th this problem. It is a 

case study of the local. union-management relationship in a plant 

where the basic standards are fo:rmulated by outside management 

1. Milton Derber, W. E. Chalmers and R. Stagner, !Jhe Local. 
Union-Management Relationship, (University of Illinois: 
Insti tu te of Labor and Industrial. Relations, 1960). 

2. Ibid., 122-3. 

1 
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and union representatives. An attempt has been made to describe 

and interpret the character of the relationship which prevails 

where this structural condi tien is present. ~ose involved in 

the local union-management relationship are not involved in the 

processes of collective bargaining which determine the basic 

standards and condi tiens governing the formal relationship. 

~ey are nevertheless involved in an interactive process which 

shall be called a pro cess of accommodation. 

Furthermore t the plant studied had eight identifiable 

units or departments which provided a basis for comparison of 

the variations in the union-management rela tionship wi thin a 

common structure. ~e presence of the following factors made 

this possible: 

(a) the key relationships deter.mining the 
character of the accommodation processes 
and the tone of the union-management 
relationship were iden tified as tho se 
involving the union shop chairmen and 
the shop foremen; 

(b) each of these key relationships was 
located in a separate shop or department 
in the plant; 

(c) each shop foreman had a measure of 
independance which permi tted him to make 
decisions relating to the accommodation 
process and affecting the key relationship; 

(d) each union shop chair.man had almost complete 
independence permitting him to make decisions 
relating to the accommodation process and 
affecting the key relationship; 



(e) a different union held jurisdiction 
in each of the shops. Wbile a common 
contract governed the formal union
management relations in the plant, 
the in:f'ormal pro cesses of accommodation 
in each shop were determined, on the 
union side, by a representative of. a 
different union for each of the eight 
shops covered in the study. 

No attempt has been made to compare the patterns of 

union-management relationships in this plant to similar one a 

in other plants or to ones in plants which conduct their 

collective bargaining at the local level. !lhe tools which will 

facilitate such comparisons are still in the process of develop-

ment. 

Ms study is mainly ooncerned wi th identification of 

the accommodative process which occurs in the plant. SUch 

accommodations are made by the partners in the key rela.tionships 

which are iden tified as the union shop chairmen and the shop 

foremen. !lhose who occupy these roles are able to make accommo-

dations to each other by the la ti tude that they permit in the 

interpretation or application of the fo:nnal contract in their 

day-to-day interaction. 



CHAP!IER I 

mE BETTING 

~e Plant and the Employees 

~e plant selected for this case study is known as the 

Angus Shops and is located in the eastern part of' Montreal. 

!.lhese shops are the main railway workshops of the Canadian 

Pacifie Railway Company and consist of a complex of some eight 

industrial uni ts or departments. ~eir main function is the 

manufacture and maintenance of all kinds of railway equipment 

and rolling stock. A wide range of skilled craftsmen and other 

workers are employed in this plant; the crafts range from tho se 

of dyeing and upholstering to those of machinist and blacksmi th 

work. ~e manufacture and repair of railway passenger cars and 

equipment also consti tutes a considerable proportion of the 

production at the Angus Shops. 

Each major departmen t or shop is a more or lees 

independant and identifiable unit al though some of. the shops 

co-operate in the production and repair of certain kinds of 

uni ts. For example, the steel wheel shop provide s the ir product 

to the va.rious departments as required. ~e shops which are 

covered in this study, and which constitute the environments 

for the various union-management relationships, are: 

4 
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1. Fre igh t Car Sb. op ; 

2. Passenger Car Shop; 

~. Diesel Locomotive Shop; 

4. Blacksmi th Shop; 

5. Electrical Shop; 

6. Shee t Metal Shop; 

7. Boile r Shop; 

8. Pipefitting and Maintenance Shop. 

œhe range of job classifications involved in this study 

includes boilennakers, pipefi tters, sheet metal workers, 

electrical workers, blacksmiths, machiniste, carmen, helpers, 

and labourera. œhe employees are members of seven different 

international trade unions~ according to the craf't which they 

follow. Most employees are members of their respective unions. 

A small percentage of workers are not union members but they are 

obliged to pay union dues under the check-off system which has 

been negotiated into the contract that covers all railway 

employees in the shopcraft trades. One of the unions representa 

the labourera who work throughout the shops. !!he other six trade 
' 

unions represent workers in specifie trade groups and these 

workers are, for the most part, located in particular trade shops. 

An exception to this is the maintenance depar1men t where the 

workers tend to be distributed throughout a variety of shops in 

the plant. 

~. See Appendix O. 
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!~he Contract and the Rules of Service 

~e fomaJ. labour-management relations in this plant 

are governed by Wage Agreement No. 15. ~e holder of the contract, 

on the union aide, is an administrative union body entitled 

Division No. 4, Railway Employees' Department, A.F. of L. - C.I.O. 

n.te con tract is a nationaJ. document: i t sets the wages and working 

conditions for all non-opera ting railway workers in Canada wi th 

all of the major railway companies. 'lhe union officers in the 

Angus Shops play no active part in the negotiation of this 

contract, nor do the supervisera or management of the plant. 

'lhe significance of this structuraJ. aspect is that the 

contract is a "foreign" document to both parties at the plant 

level. It may be said that plant management have absolutely no 

say in the determination of the formal contract. n.te same applies 

to the employees and the union officers in the plant; the only 

point at which ei ther the local union office ra or the members 

would have an opportuni ty of actually participa ting in the 

negotiating process would be in the event that they were baJ.loted 

in connection wi th a proposed strike. It is clear that nei ther 

the plant management, supervisors, union officers or members 

have any effective voice in the settlement of the formal contract 

governing their relationship. 

n.te contract sets remunerations, hours of work, 

vacations, and all the basic matters of the work relationship. 



7 

In addition to this, however, '\fage Agreement No. 15 lays out 

some 169 rule s rel a ting to a wide range of matters bearing on 

the labour-management relationship. !!he most crucial of these 

are the rule a relating to seniori ty, but i t cavera a wide variety 

of minor things as well. Tb.ese rules have been negotiated and 

buil t into the con tract over many years. They are not now 

susceptible to change because the national negotiations do not 

deal wi th matters unle ss they apply to all classifications of 

workers. !!he re sul t of this is that the rule s of service have 

become frozen and the only changes which take place in the 

contract from time to time are those relating to wages, vacations, 

and suchlike. !!he wa.ge agreement governing the fonnal relations 

at the plant leval is therefore a combination of basic candi tions 

of service which are set at the national level and a large number 

of rules of service governing formal relations at the plant level 

which have been unchanged over a long period of time. 

The implications of this condition for both parties, 

at the plant level, is that their fonnal relationship is governed 

by a contract which may be summarized as having the followîng 

characteristics: 

(a) the contract agreement is a "foreign" 
document to both parties at the plant 
level in that nei ther local union 
officers nor local management officers 
have any significant voice in deter
mining the tenns or content of the 
basic agreement; 
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(b) the rules of service associated with 
the agreement are not subject to 
re vi sion or change. Bo th parties at 
the higher levels are reluctant to 
open up the rule s for re vi sion. 

At the plant level the parties have the re sponsi bili ty of 

administering a contract which is rigid and inflexible and which 

only appears to change in matters relating to such basic matters 

as wages and vacations. It is in the interpretation and ad

ministration of the contract that the parties, at the plant level, 

have an opportuni ty to influence the nature of their relationships. 

The Key Roles and Union Autonomy 

Each union has jurisdiction over its ow.n members. 

The general pattern is that the bulk of the members of any one 

union are located in a single department. ~e consequence of 

this is that each deparimen t is primarily concerned wi th a single 

union. 1be key role on the union side is that of union shop 

chai man; on the management si de that of shop foreman. ftlus, 

the key relationships in the plant are tho se of union shop 

chainnan wi th shop foreman. Eight major relationships of this 

type are covered in this study. 4 1be se relate to all of the 

major departments or shops in the plant. 

Each union opera tes in a fairly au tonomous fashion in 

i ts day-to-day affairs in the plant al though officers from 

different unions do consul t daily on an infonnal basis. ~e 

seven unions have a fonnal structure for joint action which holds 

4. For full details on this see Appendix A: "Characteristics 
of the Responden ts." 
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meetings once a month outside the plant. !Ibis is a body know.n 

as nte Federated Trades of the Canadian Pacifie Railway Employees, 

Montreal Council. !his organization, which is generally referred 

to as "!lhe Federation, n is composed of delegates from each of the 

unions. Problems relating to general conditions in the plant are 

raised and discussed at the meetings of this organization and are 

taken to the works manager by the officers of the federation. 

Most of the federation officers are also shop chai:rmen. 

Only in matters of the above nature do the unions in the 

plant act jointly. All other grievances and problems that em

ployees might have are deal t wi th in an autonomous manner by the 

individual union concerned. For example, if a shop chairman is 

dissatisfied wi th the disposal of a grievance at the works 

manager level he does not rai se this matter w1 th the federation 

but channels i t to the General Chairman of his own union. ~e 

General Chairman for each union is typicaJ.ly a full-time officer 

who maintains an office outside the plant and is responsible for 

the administration of a whole region. He is called in by the 

local officers in the plant only in matte ra of extreme difficul ty. 

The da.y-to-day work of a.dministering the contract is aJ.most 

exclusively that of the shop chairman for each craft in consul

tation wi th his local commi t-œe of delegates. 

On the management aide the appropria te or corresponding 

role is tha.t held by the shop foreman. It should be noted tha.t 

the shop foreman is not in a position to act in auch an autonomous 

fashion as his relationship partner due to the fa.ct that he is in 
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immediate and constant contact wi th his superiors. i.e., the 

assistant works managers and the works manager. 

~e Formal Hierarchies 

Each union has an elected shop chaim.an; there is one 

exception where the shop chairman is appointed by higher union 

officers outside the plant. Each union also has a number of 

shop commi tteemen or delegates who are elected. The shop 

committee is comprised of the delegates and the shop chairman 

and is the formal executive body in the shop. As has already 

been noted the union shop chairman holds the key union role in 

the shop. He is the officer who acts for the union in all 

matters in the plant, especially on matters involving interaction 

wi th supervisors and higher plant management. He has a strong 

influence wi thin his commi ttee on whether or not a complaint 

will be processed. He has a great deal of influence on the 

decision of how far grievances will be pressed and the tactics 

which will be used in dealing wi th supervisors and higher plant 

management. ~e delegates or commi tteemen deal wi th matters on 

the shop floor between members and assistant foremen. However, 

if a matter which arises on the shop floor is of a serious nature, 

or cannot be satisfactorily disposed of, then the delegate brings 

it to the attention of the local committee. From there it may 

be taken up by the shop chainnan and processed wi th the appropriate 

supervisors or members of plant higher management. 
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~e union shop chainnan tends to deal wi th the following 

hierarchy of management: 

1. Shop Foreman; 

2. General Shop Foreman; 

3. Assistant Works Manager; 

4. Works Manager. 

If a complaint or grievance is not satisfactorily 

resolved at the plant level, a most unusual occurrence, then the 

union shop chainnan must tum the matter over to his General 

Chai nnan who will take i t up wi th highe r management ab ove the 

plant level. At this point the shop chainnan drops out of the 

case. ~is is a union practice which sorne union chairmen 

commented on adversely when they were being interviewed. 

~e managerial hierarchy in the plant has the following 

complement and structure: 

1 Works Manager. 

2 Assistant Works Managers. 

3 General Shop Foremen. 

1 Shop Foreman for each shop or depar1ment. 

In addition, there are a considerable number of assistant foremen 

which is related to the size of the workforce in eaeh departmen t. 

For the purposes of this study, the assistant foremen do not 

occupy significant supervisory roles. ~e important roles, on 

the supervisory aide, are tho se occupied by the three general shop 

foremen and five of the shop foremen. The general shop foremen 
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differ from the shop foremen only in that they ei ther have 

jurisdiction over a very large departr:nen t or they have re sponsi

bility for co-ordinating the production of a number of depart

men ts or sub-depar1:men ts. 

General Environmental Factors 

Apart from the structural factors ou 1il.ined above the re 

are three general environmen ta1 factors which tend to promo te 

stabili ty in the union-management rela tionships in this plant. 

First, this plant differa from some industriel plants in that 1 t 

is not engaged in a competitive operation; the product is not in 

competition wi th similar products on an open market. ~e plant 

operates on the basie of a budget which is handed down from the 

head office of the company. This budget deter.mines the levels 

of production, repaira, and maintenance and this, in turn, de

termines the level of employment. It seems reasonable to infer 

from this that the pattern of employmen t is more stable than is 

general in outaide, competitive industry. ~e Angus Shops' 

operation is an expenae item for the company, being solely in

volved in the manufacture and maintenance of its equipment. 

~at this is a correct interpretation of the situation is con

firmed by reference to Rule 35 in the con tract agreement which 

a tate s: 

11 When i t becomes necesaary to make a 
reduction in expenses at any point, 
four ( 4) working daye' no ti ce shall 
be given to the men affected before 
reduction is made • • • • " (") 

(") Underlining the author's. 
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A second general factor of some significance is the 

age-group composition of the workforce. ~e proportion of older 

men is unusually high. In 1960, the associated railway unions 

presented evidence to a federal board of conciliation which 

demons tra te d tha t non-ope ra ting rail way wo rke rs, in gene.ral, 

tended to have unusually long service records wi th their companies: 

more than 50% of employees in the group had worked for the ir 

company for more than ten years. Comparable data were not avail

able for the employees in .Angus Shops but i t was evident, from 

participant observation, that an unusually high proportion of the 

men were in the latter segment of their working careers. It was 

estimated by the unions that about 25 to 33% of the employees in 

the plant qualified for a four-week annual vacation which require s 

twenty-five years of service wi th the company. Since i t was shawn 

in 1960 that 20.7% of all railway non-opera ting employees had at 

least twenty-five years of service, the estimate for the plant 

being studied se ems to be feasible. Union officers were aware of 

the skewed pattern of the plan t' s labour force in relation to the 

age variable. Some complained tha t the unions were faced wi th 

difficul t problems not only be cause they had too many "old men" 

but because' they had a lot of "sick men" who needed light jobs 

and that not sufficient of these were available. 

n:te weighting of the workforce toward long service men 

would seem to be another factor favouring stable union-management 

relations. The nine union shop chairmen who were interviewed had 

an average service record of 31.7 years and the eight foremen in 
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the sample had an average of 40.0 years service with the company. 

~ese records are well above the average in general industry. 

A third factor which might be regarded as con tribu ting 

to stabili ty in the plant is an inter-generational family tra

dition. ~s tradition is recognized in the con tract agreement: 

"Rule 50. • • • In the selection of 
apprentices, sons of employees 
shall be given special con
sideration.'t 

It proved to be impossible to establish the strength of this 

factor but respondents confirmed that a considerable number of 

employees had sons or other relatives employed in the plant. 

Apart from the structural features, previously outlined, 

we have at least three general factors which bear relevance to 

the union-management relationship. ~e se factors, which would 

all seem to point to stabili ty in the relationship, are: 

(a) the non-competitive character of 
the enterprise; 

(b) the higher than average proportion 
of long-service men in the plant's 
workforce; 

( c) the in 'Œtr-generational family 
tradi ti on in the wo rkf o rce • 



CHAP~R II 

9 RESEARCH DESIGN 

~e explorator,y stage of this study involved discussions 

wi th union officers at a higher level than the plant. !!his was 

followed by vi si ts to the plant for discussions wi th the union 

officers, the plant manager, and the shop foremen. Gradually, 

i t became clear that there was something rather unusual about the 

union-management relations in the Angus Shops. Observations 

showed, for exemple, that a number of the union officers had no 

responsibilities for production work and that they appeared to 

spend a great deal of their time on union-related work. It was 

also observed that some of the unions had established "unofficial11 

but permanent union offices wi thin the plant. Ms was fel t to 

be unusual and in need of explanation. The general dependency 

of shop foremen upon union officers was also noted and explanations 
. 

for this were sought in wide-ranging interviews wi th shop foremen 

and union officers. ~ere appeared to be strong evidence that 

the informal accommodation process rather than the union contract 

was the primary factor in the de tennination of the labour

menagement relations in the plant and that this was located 

primarily in the union shop-·chairman-shop foreman relationship. 

Contract negotiations which normally have a great bearing on the 

union-management relationship seemed to have little significance 

15 
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he re. ~e accommodation pro cess in the union shop chainnan

shop foreman relationships be came the centre of intere st as the 

key relationship in understanding union-management relations. 

An interview schedule5 was prepared as a basic tool of 

investigation. It was largely made up of open-ended questions 

and al though most of the questions put to union shop chairmen 

and shop foremen were identical there were some variations. In 

some cases queries were put to the respondents on one aide of 

the relationships which were not put to the other. 

Apart from the interviews a great deal was learned from 

participant observation. More than twenty daye were spent in the 

plant and during that time i t was possible to go anywhere com

pletely unescorted. Many of the respondents also took part in 

supplementar,y discussions which helped to clear up ambiguities. 

~e schedule which was used was fairly wide-ranging. 

Its core, however, was ooncerned wi th three major are as of in te re at: 

(a) the content, frequency, range, and 
sources of origin of accommodations; 

(b) sentiments surrounding the accom
modation prooess; and 

( o) sen timen ta of the re sponden ts to 
the ir partners in the pro ce as. 

While the key relationships and the key roles had been identified 

there was one problem in this connection. It had been noted in 

the explora tory etudies that most of the key role occupants had 

5. See Appendix B-1 , B-2 , B-3 • 
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a partnership relationship wi th several people on the "other aide." 

Seven of the shop foremen were partners in two relationships each, 

and the other foreman was a pariner in five auch relationships. 

Similarly, only one union shop chairman was a partner in one 

relationship. :!.he rest were partners in two or more relationships. 

T hese observations for all the relationships are summarized in 

Table I. 

TABLE I 

NUMBER OF RELATIONSHIP ROLES EELD BY EACH IŒY ROLE OCCUPANT 

Specified Union 10 TAL NUMBER OF RELATIONSHIPS HELD BY: 
Shop Chairman -
Shop Foreman Union Shop Chairman Shop Fore:t;nan 
Rel a tionship wi th Plant Office rs with Union Officers 

A. 5 2 

B 4 2 

c 2 2 

D 4 2 

E 2 2 

F 5 5 

G 2 2 

Gx 1 2 

:!.he se re sponse s indicate, for example, that union officer (A) 

who se major relationship is wi th foreman (A) also has dealings 

wi th four other supervisors from time to time, whereas foreman 

(A) has dealings wi th only one other union officer. ~e wider 
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range of relationships that union officers have is partly due 

to the fact that in the course of processing a grievance they 

are liable to deal wi th several supervisera in the management 

hierarchy. It is also partly due to the fact that a foreman's 

main re sponsi bili ty and are a of juri sdiction tends to be loc a ted 

in a single shop whereas some union shop chairmen have members 

employed in different shops. 

!lb de termine the key rel a tionships for each re sponden t 

a set of special questions was introduced at the beginning of 

the · schedule. Union shop chairmen were asked to iden tify the 

number of supervisera wi th whom they interacted; they were then 

asked to nominate the superviser wi th whom they had the most 

frequent interaction. !Ihey were then instructed to respond to 

the questions wi th this particular relationship in mind. 

Similarly, when the supervi sors were in terviewed they were asked 

to nominate the union officer wi th whom they had the most 

frequent interaction and instructed tq respond in terme of this 

relationship. .All of the cross-nominations correlated exactly. 

~e general approach in the interviews was to seek out 

patterns in the accommodation process in the key relationships., 

!Ihis involved a search for patterns of deviation, concession, 

compromise and co-operation as reported by those occupying the 

key roles. It was realized that some of the areas being in

vestigated might be "tender" areas for the respondents and that 

distorted responses might be expected. !lb overcome this the 

technique of cross-reporting was sometimes used, i.e., the 
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respondent was asked to report on his partner' s behaviour or 

attitudes on certain aspects of the process. In some instances 

the respondent simply reported on his own behaviour and attitudes 

and in o ther instances the two techniques were combined. 

Four major areas of possible accommodation were selected 

for special at1Bntion. It was .fel t that the se four areas might 

likely reveal patisrns of accommodation or deviation from the 

fonnal rules by both parties to the relationships. :.!he areas 

selected were the application of discipline, the application of 

seniori ty, behaviour related to the hiring, firing and lay-off 

of men, and behaviour related to areas not covered by the fonnal 

agreement. 

Apart from the interviews and participant observation 

it was possible to examine the records of one of the unions 

rel a ting to grievance s over a period of time. Observations were 

also made of the union officers at a meeting of their ~ades 

Federation which meets once a month to diseuse problems which 

relate to the whole plant. 



CHAPmR III 

ASPECTS OF :mE RELATIONSHIPS 

1. !llle Incidence of Contact in the Relationships 

!llle content of the day-to-day interaction in the key 

relationships involves a great deal more than grievances. !Jlle 

interaction also involves contract interpretation and adminis

tration that does not consti tu te a grievance or even necessarily 

a problem. Another aspect of this interaction is that i t seme

times resulta in an informal process of rule-making. !!his is 

evident from the reports of the respondents on their various 

"arrangements" and "understandings." Tb.at the interactions at 

the shop level do sometimes result in the establishment of rules 

is demonstrated by the concern some shop foremen expressed on 

the question of the establishment of precedents. They expressed 

the view that they found i t mutually beneficial to make con

cessions, to reach understandings, and to make informal arrange

ments. !Ihey fel t, however, that they had to be careful they did 

not create precedents which might be used against them in some 

way at a fu ture date. 

1b understand the full meaning of the incidence of 

grievances being progressed higher than the key relationships a 

table is included at this point showing the reported frequency 

of interaction of all kinds at the shop level. 

20 
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TABLE II 

REPOR'lED FREQUENCY OF 11 HAVING DE.ALINGS" WITH THE OTHER PARTY 
ID THE RELATIONSHIP IN AN AVERAGE WEEK 

Rel a tionship Union Fore man 

A Very Sel dom 7 

B 3 3 

c 7 3 

D 20 1 

E 12 1 

F 15 15 

G 15 10 

Gx 2 10 

It will be noted that the re was a great deal of dispari ty 

in the reported frequency of contact in most of the relationships. 

~e form of the question lent i tself to a varie ty of interpreta-

ti ons. !the re sponden ts were asked how often, on the average, 

they had dealings wi th their relationship partner in a week. 

ttHaving dealings" seems to have been in terpre ted by some as 

".having contact," by others as "having grieva:nces. 11 Only two of 

the eight relationships show agreement by both parties on the 

amount of contact. In four of the remaining relationships the 

union officer reports much more frequent interaction tha:n his 

foreman partner; in the remaining two cases the foreman reports 

more frequent interaction tha:n his union officer partner. On 

the basis of participant observation i t may be inferred that 
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where there is a great dispari ty in the reports .for a single 

relationship that one of the partners is reporting contact of 

any kind and the other is reporting contact based upon grievances. 

(a) ~e Incidence of Contact and Potential Grievance Rejection 

One of the ways in which the union officer may act to 

determine the nature of his relationship wi th his partner is 

related to his acceptance or rejection of potential grievances 

brought to him by his members. In the following table we compare 

the rate of interaction reported by the union of.ficer with his 

performance in the rejection of potential grievances. 

TABLE III 

RA~ OF BELATIONSHIP INillRACTION AND RAiE OF PO TENTIAL 
GRIEVANCE BEJECTION AS BEPOR~D BY UNION OFFICER 

Weekly Rate of Percentage of Potential 
Relationship In te rac ti on Grievances Rejected 

A Sel dom 0 

B 3 33 

c 7 33 

D 20 80 

E 12 90 

F 15 40 

G 15 50 

Gx 2 33 
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This Shows that, generally, the higher the number of 

contacts the larger the percentage of grievances rejected. This 

may indicate that increased contact leads to recognition of the 

point of view of the relat~onship partner wi th the consequent 

rejection of marginal grievances brought up by the union members. 

A very small proportion of the problems which arise are 

referred higher than the shop level. It is estimated, on the 

basis of the reports of the union respondents, that approximately 

fïve thousand items are deal t wi th in the eight key relationships 

in a year. Only one hundred and ten items were referred higher 

than the shop levels in the year pre ce ding the study. This im

plies that the re is a great deal of interaction in the relation

ships involving a varie ty of problems which are resolved by 

mutual concession or accommodation. 

2. The Content of Collective Bargaining 

The accommodation process is an integral part of the 

union-management relationship. It involves two qui te distinct 

processes: the formal process of accommodation the end result of 

which is the contract and also the processes of contract inter

pretation, administration, and the day-to-day interactions which 

culminate in the establishment of infonnal arrangements. 

Collective bargaining is sometimes taken to exclude these latter 

informal pro cesses of accommoda ti on but a more meaningful view 

of the total process of collective bargaining must include them. 
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Harbison and Coleman6 include these processes in their definition 

of collective bargaining: 

"Collective bargaining (i.e., the union
management relations) is a process involving 
relationships between representatives of the 
company and representatives of the workers. 
Though collective bargaining requires the 
interaction of persons as human-beings, it 
is primarily a treaty-making and treaty
enforcing process, ••• (i t) is not just a 
system of human relations. It is primarily 
a power rel a tionship be tween "in te re sts." 
In a nu tshell, union-management relation
ships involve the accommodation of insti
tutions • • • the manne r in whi ch the two 
institutional organizations involved- the 
company and the union - lear.n to live to-
ge ther." 

Derber et al., in the ir study, also regard the informal pro cesses 

as a legi timate part of the accommodation process: 

11 ••• We conceived the accommodation 
process as the interactions between the 
two groups in which, on the basis of the 
separate achievement standards among ether 
things, agreement is re·ached as to the 
conditions of employment and as to the 
conduc t of the joint rel a tionship. Such 
agreement usually takes the fo:rm beth of 7 wri tten documents and of info:rmal rule s." 

Th.è se 1 a tte r au thors point out tha t the rule-making 

process is most clearly observed in the negotiation of the labour 

contract but that rules may also be fo:rmulated or revised during 

the life of the con tract to deal wi th new problems or condi tiens. 

6. F. H. Harbison and J. R. Coleman, Goals and Strategy in 
Collective Bargaining (New York: Harper and Brothers, 1951), 
pp. 5-6. 

7. Op. ci t. , p. 19. 
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In this connec tian a very revealing pie ce of in -œraction be tween 

a shop foreman and a union shop chainnan was observed. ~e 1Jwo 

respondents were discussing whether an apprentice was pe:rmi tted, 

under the rules, ta perfo:rm a certain type of work. ~ere was a 

brief discussion of the rules in the agreement relating ta the 

question then the union shop chainnan said ta the shop foreman: 

nA lot of these rules are obsolete - times are changing - let 

the apprenti ce do the work." ~ s was a case of a rule being 

revised in the process of administration w1 thin the key relation

ship. It is unlikely that the original rule which was amended on 

this one occasion would ever be applied in i ts original form again. 

Derber et al. diseuse this point and note: 

" • • • New or revi sed rule s mSl' emerge 
out of the process of administering or 
giving specifie application to the contract. 
No matter how detailed the contract may be, 
i t obviously canno t supply all the specifi
cations for concrete action. ~e parties 
may have to fill in rules con si sten t w1 th 
the more general ones. ~e individuals 
involved mSl' have achievement standards and 
perceptions different from tho se of the 
contract negotiators or may fïnd themselves 
in circumstances which impel them to apply 
the rule s qui te di.fferen tly than was in
tended, thereby, in effect, modifying them. tt8 

It is this emergence of rules, filling in of rules, and 

modification of rules in the dSl'-to-day relationship, at the 

plant level, that is of special interest here. 1he formal aspect 

of the union-management relations in the Angus Shape is governed 

by an agreement which define s rates of pay and candi tions of ser

vice, and which is negotiated and determined by outside parties. 

8. Ibid., pp. 22-3. 
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!Ihe infonnaJ. aspects of union-management relations, however, 

are loc a ted in the accommoda ti on pro cesses of the eigh t key 

rel a tionships in the plant involving the union shop chairmen 

and the shop foremen. While part of the total accommodation 

process involves the relationships between union shop chairm.en 

and the works manager, this aspect of the process occurs in

frequently and only in situations where the normal accommodation 

process has failed or broken down at the shop level and where 

ei ther of the parties to the relationship in the shop chooses 

to pass the matter "out and up," i.e., outside the shop and 

higher up the hierarchy of authority. !Ihe accommodation process 

ope ra tes effe c ti vely at the shop level most of the time • nte 

foremen are exceedingly reluctant to invoke higher authori ty to 

assist them in deaJ.ing wi th problems which involve the union 

shop chairman. 

3. !Ihe InformaJ. Norm of Non-ReferraJ. 

In plants where full collective bargaining takes place 

the normal instrument of coercion in troduced in to the defini ti on 

of the relationship between union: and management is the threat 

of a strike. In the Angus Shops this .factor is not present. 

!Ih,e union officers he re have found a substi tu te instrument of 

coercion which they can utilize to great effect in the achieve

ment of their goals. Ms is the threat of referring disputed 

mat"bers to higher levels. Ms instrument is used most often at 

the shop level to obtain concessions from the shop foreman but 

1 t is aJ.so employed at the plant level to ob tain concessions 
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from the plant manager. n:te tmion officers indica ted the t they 

were qui te well aware of the foremen 1 s fe ar of disputes being 

referred above them. Most of them admi tted that they used this 

instrument to obtain concessions. ~e union officers felt that 

the foremen were afraid of upward referral because i t indicated 

that the foremen could not do their jobs properly. 

n:te foremen, in general, took the view that coping wi th 

grievances and preventing problems from going "upstairs" were 

important aspects of their occupational role. Failure to resolve 

such things would be tantamotmt to an admission and demonstration 

of the ir inabili ty to fill the ir role ade qua tely. 'When foremen 

were pressed regarding their reluctance to refer problems to 

plant management frequent responses were that "the people upstairs 

have enough problems" or "management wouldn 1 t like i t." 

!Ihe shop foremen be lieve tha t not only should they not 

refer problems to the plant management but that they should act, 

and are expected to act, through the manipulation of the accom

modation process, to prevent the union officers from taking 

problems beyond the shop level. 
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TABLE IV 

NUMBER OF GRIEV.ANCES BEFERRED HIGHER !~liAN !lHE RELATIONSHIP LEVEL 
IN !tHE PRECEDING 1'WELVE-MON m FERIOD 

Specified Union NUMBER OF GRIEV.ANCES PROGBESSED Num.ber 
Shop Chainnan - HIGHER mAN mE BELATIONSHIP BY: of men 
Shop Foreman in 
Rel a tionship Union Fore man shop 

A 0 0 73 

B 3 2 350 

c 12 0 200 

D 6 0 300 

E 2 3 112 

F 5 1 890 

G 50 0 500 

Gx 24 2 1J600 

!ID TALS 102 8 

As can be se en in 1B.ble IV, four foremen reported tha t 

they had not passed any grievances up to higher authori ty in the 

twelve-month period preceding the study while the remaining .four 

foremen had passed up a total of only eight items be tween them. 

~e items which the foremen did pass up proved to be mainly 

matters of discipline. 

~e picture is rather different on the union side. 

Only one of the union shop chairmen had not ta.ken grievance s 

higher than the key relationship in the same period, whereas the 

distribution between the remaining seven union chairmen is highly 
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variable. One factor which might account for this variation is 

the size of the workforce in the various shops. 1able II in

dicates that the incidence of failing to resolve problems at the 

relationship level, as expressed in the action of passing 

grieva.nces "out and up," is not closely related to the size of 

the workforce in the shop. Since shop foremen take little 

initiative in this area, i t may be that the variations consti tu te 

a response to a forema.n's general attitudes by a union shop 

chairma.n. What these responses do provide is a clear measure of 

the effective operation of the accommodation proce es in each 

relationship since the act of passing a problem or grieva.nce 

higher than the key relationship has to be regarded as a break

down or failure of the accommodation process at the key relation

ship level. On this basis i t is observed that relationships G, 

Gx, and C have a relatively high breakdown rate compared to the 

~mainder. ~e general character of the relationships cannot 

be assesse.d solely on this basis, however, as there may be 

special conditions or circumstances prevailing in certain of the 

shops, qui te apart from the character of the relationships, 

which might re sul t in a comparatively high incidence of breakdown. 

Nevertheless, i t is reasonable to infer that the rate of failure 

to resolve problems or grievances at the shop level is a general 

indicator of the accommodative content of the key relationships. 
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(a) Concessions and Maintenance of the Norm 

!Ihe re sponse s of the shop foremen, as a group, sugge st 

that they are e:xtremely reluctant to pass unresolved problems 

up to higher management. !Ihe union respondents also claimed that 

they were qui te an:xious to preven t grievance s going higher than 

the shop. Some of the union shop chairmen, however, indicated 

that they frequently used the threat of passing grievances higher 

to force concessions from their relationship partners. 

Respondents were asked to report on the attitude of 

their relationship partner to grievances being passed higher than 

the shop in which they originated. Most of the responden ts, on 

either side, were prepared to make concessions to their partners 

to keep the problem wi thin the relationship at the shop level. 

Only one shop foreman (relationsh.ip E) was not an:xious to preven t 

grievance s going higher. Only two union shop chainnen were 

reported, by their relationship partners, not to be an:xious to 

prevent grievances going higher (relationships G and G:x~.~ !Ihe 

foremen in all of the relationships, wi th the exception of Gx, 

were reported to be willing to concede a point to the union to 

have a problem se ttled at the shop level. All of the union shop 

chairmen were reported to be willing to concede a point to the 

foreman to have a problem se ttled at the shop level. 

!Ihe areas in which union chairmen reported that foremen 

made concessions most often were in relation to the transfer and 

location of men and in matters involving discipline. Foremen 
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reported that union chairm.en made concessions most often in the 

rule relating to the equal spreading of overtime and the assign

ment and transfer o:f ·· men. One foreman was reported to be 

prepared to make concessions in all areas if the union threatened 

to pass the matmr higher. 

~e fact that some items are ref'erred above the relation-

ship level indicates that there are some items about which the 

respondents feel more strongly than others. 9 Union chairm.en 

reported that foremen were least willing to make concessions to 

the union on matters of discipline of a serious nature and in the 

application of' safety rules but two foremen were prepared to 

mak:e concessions in all areas (relationships A and Gx); this 

seems reasonable for relationship A in which there were no 

grievances passed higher in the last year but not for relation

ship Gx in which there were twenty-four items passed higher. 

Six foremen reported that their union partners would not mak:e 

concessions in are as relating to the application of the seniori ty 

rule s. Only one foreman reported that there were no are as in 

which his partner would not concede. 

~e foremen's responses indicated that they did not 

regard themselves as strictly part of the plant ttmanagement.tt 

~ey made frequent references to "the people upstairs" and "plant 

managementtt when they were talking about the assistant works 

9. The extent of confo:rmi ty to the norm. of non-ref'erral is 
deal t wi th in detail in the next chapter where the pattern 
of' concessions in four selected areas is examined. 
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managers and the plant manager. The union responden ts also 

frequently referred to the plant managers as the ttpeople upstairs." 

~s appellation was confined, by respondents on both aides of 

the relationships, to the three top managerial officers in the 

plant as both groups referred to the head office management as 

"the people at Windsor street." Despite the fact that over one 

hundred items were not settled at the shop levels in a one-year 

period i t is evident that at the shop level and at the plant 

level there are strong feelings which are held by all of the 

respondents that problems should be contained at the local level 

and at the shop level if po sai ble • I t i s al so evident tha t the 

foremen in the shops had exceedingly strong feelings on this 

matter and were prepared to go to some lengths in the matter of 

concessions to contain problems wi thin their own jurisdictions, 

and that the union officers clearly understood the situation and 

utilized i t to obtain concessions from their relationship partners. 

(b) Common Support of the Nom at the Plant Level 

Seeking some indications of an extension of this practice 

to the point where 1 t might be regarded as an indicator of a 

tlplant culture" or a "plant psychology" all of the respondents 

were asked if they fel t that those who occupied the key relation

ship roles should co-operate to have problems settled at the 

plant level, i.e., to prevent problems being ref'erred to the 

head office. ~ere was a closing of the ranke in the responses 

to this question. ~e attitudes of the shop f'oremen correlated 

wi th their previous responses that problems should be contained 
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at the lowest possible level of the administrative hierarchy. 

Union officers, on the other hand, did not limit themselves so 

narrowly al though they did place limi ts on how far they fel t 

they should go. !lb.us, they were prepared to re fer grievance s 

above the shop level and to utilize threats to do so in order 

to ob tain concessions, but they drew the line when i t came to 

taking grievance s highe r than the pl an t. !lb.e following are 

typical of their attitudes: 

"Trouble should be kept in the family. 
We will only go 'outside' if i t is a 
grave injustice • 11 

"It is better to wash your dirty clothes 
in your own hou se • " 

11 What happens at Angus Shops should stay 
at Angus Shops. We should keep the 
outsiders out." 

"The lesa they know at the other place, 
the be tter." 

Five union respondents reported that lOO% of the 

grievances that they referred to the works manager were settled 

at that level. !lb.e others reported that they managed to settle 

99%, 98%, and 66%. Tb.us, few items ever get outside the plant. 

I t was reported that the plant manager was prepared to make 

concessions to achieve a se ttlemen t at the plant level in most 

things. !lb.e are as which the union re sponden ts iden tified as 

ones in which the plant manager would not make concessions were 

discipline cases involving intoxication, jurisdictional problems 

between unions, and compensation cases. Seven of the union 

officers described their relationship wi th the works manager as 

"very good, 11 one as "first class" and the other as ttgood.n 
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~e general situation in the key relationships is one 

in which there is pressure on the shop f'oremen to contain and 

solve their problems at the shop level. It may be that part of 

this pressure is subjectively f'el t and arises out of' the fore

men' a conception of the requirements of' their roles. However, 

the solidi ty and generali ty of the f'oremen' s attitude a on this 

matter suggests that pressure is being brou.ght to bear on them 

from above to deal w1 th their problems w1 th the union officers 

at the shop level. Wha tever i ta source, the pre seure i s bo th 

general and real. It influences both the attitudes and con

sequent behaviour of the foremen and has an end product of 

concessions to the union. In the key relationships, the unions 

have been able to develop an instrument of coercion which has 

i ts origine, perhaps, in higher management attitudes to the 

performance of the foreman role in the shops. ~e foremen' s 

fe ar of grievance s being referred higher is one of the main 

instruments of coercion in the hands of the union officer in 

the shop and the responses su.ggest that not only is 1 t used and 

threatened but that this is done to some effect in most of the 

relationships. While union officers are prepared to progress 

certain matters beyond the shop level an atti. tude comes into 

operation at the point where resistance might force them to 

proceed higher than the plant. Beyond the plant gate is another 

world. 

De spi te the constant availabili ty of higher union 

officers, they are seldom called in to progress grievances higher 
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than the plant. !rhere are a number of reasons for this: first, 

the manager is reported to be prepared '00 concede on many things; 

second, the relationship between the union officers and the plant 

manager is reported to be very good; third, there is general 

acknowledgement by the union officers that the manager has his 

problems wi th the "people at Windsor Street. 11 Union officers 

al so we re anxious to point out tha t the present manager " serve d 

his time in this plant and has worked his way up.n All of these 

things do not, of course, add up to proof of the existence of a 

"plant cul turen but they are sufficiently impressive to suggest 

why the atmosphere is auch that both aides are prepared to concede 

to prevent disputed matters passing outside their jurisdiction. 

Ms, particularly, when mat1:ars referred above the plant level 

will b~ handled by outside union officers and outside management 

people. At this point the union officer is aware that he will 

lose control of the case. He is aware that he will no longer 

be able to offer to trade maintenance of the informal norm of 

non-referral in exchange for concessions. 

4. Sentiments Related to the Accommodation Process 

The evidence presented establishes that there is 

frequent contact between the key role occupants; that concessions 

are made by both parties, and that these are more or lesa effec

tive in containing problems at the shop level. Beyond auch 

problems there is a great deal of activi ty which is of an ad

ministrative or consultative nature. Ms rai ses the question 

of whether the accommodation process is, in fact, a homogeneous 
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process. Derber et al. also considered this point and made the 

undernoted observations: 

tt Th1 s discussion of rule-making and 
administration leads to the question as 
to whether 'the accommodation process' 
is really a single homogeneous process 
or whether i t is in fact a number of 
in te rre1a te d but different pro cesses. 
For exemple 1 we might not only dis
tinguish the process for setting employ
ment te:rms and the administrative proeess, 
but also subdivide the latter into two 
segments, the process in which the union 
shares administrative responsibili ty and 
the consultative process {the process 
through which management may impart 
information or seek union advice, although 
i t does not give up decision-making 
re spon si bili ty) • "10 

The consultative pro ce sa in the .Angus Shops appeared to be very 

widely used by the shop foremen and i t was observed that some of 

the respondents consul ted wi th their relationship partners every 

morning as a mat-œr of course. .Al though the foremen in our 

relationships do not necessarily give up their decision-making 

re sponsi bili tie s they are well aware of the fa ct tha t the non

support of the union officer in a course of action might 1ead to 

the progression of a grievance and failure to main tain the in

formal norm of non-referral. !Ihis provide s them wi th a strong 

incentive to diseuse proposals wi th their union officers and to 

try and re a ch agreement wi th them on the course to be pur sue d. 

A number of questions were directed to the respondents to estab

lish the attitudes surrounding this aspect of the relationship. 

10. Op. cit., p. 24. 
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~e shop foremen are very much the "men in the middle" and are 

aware that they are unlikely to get much support from higher 

plant management if they are re sponsi ble for labour problems 

getting outside their shops. All the responden ts were first 

asked if they found their relationship partner to be co-operative. 

TABLE V 

ASSESSMENT OF RELATIONSHIP PAR mER' S CO-OPERATIVENESS 

Union Reports Foreman Reports 
Partne r to be : Partner to be: Number 

Co-ope ra ti ve Co-ope ra ti ve 4 

Co-operative 
but Qualified Co-ope ra ti ve 2 

Non-Co-opera~ve Co-operative 1 

Non-Co-operative 
but Qualified Non-Co-operative 1 

In half of the relationships both parties report un

qualified co-operation. Only one foreman and one union officer 

reported that the ir partners were no-t co-operative. But three of 

the union officers g.ave qualified responses, two positive and 

one negative. On the whole there is a high degree of co-operation 

in the relationships. 

ftle foremen were also asked how they felt about having 

to deal wi th union officers and this was cross-checked by asking 

the union officers what they thought their foreman felt about 

having to deal wi th union officers. ftlese re sul ta are shown in 

Table VI. 
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TABLE VI 

FOREMEN' S GENERAL A T'JI 1UDE IDWARD DEALING WI m UNION OFFICERS 

Union Reports Foreman Reports 
P artne r to have s .Self to have: Number 

Positive Attitude Positive Attitude 3 

Po si ti ve At ti tude 
Positive Attitude but Qual.ified 1 

Positive Attitude Positive Attitude 
but Qualified but Qualified 1 

Positive Attitude 
Negative Attitude but Qual.ified 1 

Negative Attitude Ne ga ti ve Attitude 2 

Four of the union officers reported that their relation

ship partners had a positive attitude toward dealing w1 th union 

officers; three reported a negative attitude, and the other 

reported a qual.ified positive attitude. !~bree foremen, on the 

basis of their self-reports, con:firmed the positive expression 

of their partners; three gave qual.ified positive responses, and 

two gave negative responses. !~he two negative self-reports con

firmed the negative expressions of the union officers in relation-

ships E and Gx. 

Elaborations of the re sponse s in Table VII revealed a 

great deal about the general attitudes of the parties, especially 

re garding con tainmen t of problems in the shop. For exemple, the 

union officer in relationship l3 reported: "~e foreman doe sn' t 

make a move w1 thou t consul ting me. tt !~he foreman in this relation

ship reported that he found i t the be st manner in clearing up 
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dif'ficul ties and that he would rather deal wi th the shop chairman 

than go upstairs. In relationship D the foreman stated: "Our 

relationship is very happy. I find the union officer an assat 

in the operation of the shop." In relationship G, the union 

reported that the shop foreman liked to talk things over wi th the 

union. !!he shop foreman himself said: "It is a good way to 

handle things. It is a good thing, they (the union officers) act 

as a 'go-between'." In relationship Gx where the union reported 

that the foreman did not like having to deal wi th the union, the 

foreman said: nwe don't get along at all. At times I have to 

settle- because I don't want things togo upstairs. !!he manage

ment doe sn' t like foremen who bring up pro blema." However, our 

in te re at he re was in trying to e etabli sh the incidence of' the 

consultative process as part of the whole process of' accommodation. 

!!he f'oremen were asked if they ever sought advice on their problems 

from their union partners. !Ihese responses were cross-checked 

through questions putto the union officers. !!he resulta are shown 

in Table VII. 

TABLE VII 

CROSS-REPORT AND SELF-:RmPORT ON WBE :IEER FOREMEN SEEK ADVICE 
ON PROBLEMS FROM THEIR UNION PAR!INERS 

Union Reports Partner 

Seeks Advice 

Seeks Advice 

Does Not Seek Advioe 

Fo rem an States He 

Seeks Advice 

Does Not Seek Advice 

Doe s Not Seek Advice 

Number 

5 

2 

1 
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The specifie question which was put to the foremen was: 

"Do you ever seek advice from the union officers?" The question 

which was put to the union officers for the purpose of obtaining 

a cross-report was: nWhen the foremen has problems does he ever 

come and ask you what you think should be done?tt All of the 

union officers with one exception reported that the foreman 

consul ted wi th them when they had problems. The union o.fficer 

in relationship E quali.fied his response by saying that the 

foreman. consulted him "at times." The union officer in relation

ship Gx said that the foreman did not consul t him and this 

reaponse was confirmed by the .foreman's statement. Although 

the union o.fficer in rel a tionship F said tha t the foreman con

sul ted him this was denied by the foreman. He reported: "No, 

I don't seek advice. I get them in here and tell them what I 

am going to do - which is al ways by schedule - so I don' t have 

to worry." ~e foreman in rel a tionship B also denied the union 

of.ficer' s report. He claimed that i t was not wise to seek advioe 

"when you are the boss." The foremen in relationships D and G 

qualified their positive responses, the former olaimed that he 

only sought advice from the union o.fficer on a matter tb.at re

lated to con tract interpretation and the latter admi tted that he 

sought advioe "but only occasionally ." Consultation took place 

in most of the relationships on a regular basis but some of the 

foremen were reluctant to admit that they seek advioe from and 

consul t wi th the ir union office re. The ex:tensi ve consul ta ti on 

which occurs is related to the foremen' s strong motivation to 

observe the norm of non-referral and to con tain problems wi thin 

their own shops. 



CRAP1ER IV 

PAT!IERNS OF ACCOMMODATION IN FOUR SELEC1ED AREAS 

Treaty-Making - !!he Basis of Accommodation 

~e basis of the accommodation process is treaty-making. 

Ms phenomenon is based upon the fact that both parties in the 

relationships have needs which can only be met outside of the 

fo:rmal rule s. For example, the shop foremen need a degree of 

flexibility in filling vacancies which arise in their shops. 

~ union officers have a need to see that seme of their members 

who have physical disabili ties be given premium. jobs which they 

do not qualify for under the seniori ty rule s. 2:tus, the union 

officers can grant the foremen a degree of flexibili ty in ex

change for certain employees being given premium jobs on com

passiona te grounds. 

~s aspect of the relationships provides the beat 

illustration of the treaty-making which is characteristic of the 

whole accommodation prooess. It is inextricably bound up wi th 

the si tuational factor that bath parties to the relationships 

have needs which cannat be adequately met wi thin the formal rule 

structure. By pe:rmi tting la ti tude in the application of the 

formal rules each party can, to seme exten t, meet the needs of 

his partner. It is in this respect that the processes of accom

modation can be best understood. 

41 
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What are the se needs? ~e foremen have a need to 

con tain problems w1 thin their ow.n shops as such containment is 

an important part of their adequate role perfonnance. ~s need 

cannat be met w1 thout co-operation from their union partners. 

It is only w1 th auch co-operation that the nom of non-referral 

can be maintained and the intervention of plant management in 

shop matte rs pre ven te d. Sucee ssful con tainmen t gua.ran tees tha t 

the shop foremen will be rega.rded as ttgood foremen" by the plant 

management. ~e union office ra, on the other hand, have a need 

to obtain certain concessions, outside the for.mal rules, for 

the ir "cons ti tuen ts. 11 !!he se office ra are, in a sense, 11 1ndustrial 

poli ticianstt who are subject to the vicissitudes of regular 

elections. ~ey enjoy their "union jobs" in the plant and are 

anxious to please the ir cons:!t:ttuen ts. !!he y canno t ob tain the 

faveurs that they require wi thin the strict application of the 

for.mal rules. ~ey can obtain them on the basis of accommodations 

w1 th the ir shop foremen. Such faveurs are important to the union 

officers as their astute distribution helps to guarantee their 

re-election. 

Each party in a relationship can act to support or 

underm.ine the statua of his partner. If the union officer fails 

to co-ope ra te w1 th the foreman to main tain the norm of non

referral then the foreman loses statua in the eyes of plant 

management. If the foreman fails to grant adequate concessions 

and faveurs to the union shop chairrnan then the union officer 

loses statua in the eyes of his consti tuents. 
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A complete breakdown of the accommodation process 

might le ad to the replacement of the foreman and the electoral 

defeat of the union officer. Both would be "reduced to the ranks" 

and would lose their respective positions of privilege and high 

statua. Tb.us, there are strong motivations on both aides for 

support of the informal norm on the basis of treaty-making that 

meets the needs of both partners which cannet be met through the 

f'ormal rule s. 

When a problem is ref'erred to the plant management by 

the i'oreman this constitutes a demonstration of his inability 

to fill his role. The f'oreman demonstrates inabili ty and loses 

statua when he fails to handle a matter at the shop level, and 

when a union off'icer calle in an outside oi'ficer we have a 

demonstration of the same thing. This explains why the union 

of'f'icer will, on occasion, press a matter to the level of' the 

plant manager but not beyond that. At the plant level, the 

manager is in the same position as the shop foreman is in at the 

shop level. ~s explains the wide-ranging concessions which he 

make s to preven t matters going ou tside his jurisdiction. !lhe 

norm of non-referral appears to be associated with the structural 

condition that head office and plant are separated. The autonomy 

of the plant is secure so long as the operations are running 

smoothly. Part of the operations are harmonious labour relations. 

Ii' labour relations are unharmonious at the shop level the statua 

and autonomy of the shop foreman is threatened. If they are un

harmonious at the plant level the statua and autonomy of the plant 

managers are threatened. By judicious concession and treaty-
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making good relations can be maintained and the statua of the 

foremen and the managers secured. Autonomy, in such circumstances 

is not threatened. 

~e union officers are prepared to observe the norm of 

non-referral so long as the ir needs are met in re turn. Tb.eir 

statua partly depends upon obtaining concessions. Tb.ese do not 

have to be obtained at the shop level but they must be obtained 

at the plant level. ib go beyond this me ans calling in an outside 

union officer and to do so involves the abrogation of. their 

autonomy. 

The maintenance of statua and autonomy for all of the 

partiès is served through observation of the norm of non-referral. 

Both parties have needs which lie outside the formal rules but 

which may be met through the accommodation pro cess. This pro cess, 

however, can only operate so long as the autonomy of the plant is 

maintained; outside parties from ei ther aide would be likely to 

enforce the formal rule s. 

As noted in Chapter II, four are as of activi ty were 

selected as being likely to reveal significant patterns of accom

modation involving deviation from the formal rules by one or both 

parties to the key relationships: 

(1) the application of discipline; 

(2) the application of seniority; 

(3) behaviour related to the hiring, 
fi ring, and lay-off of men; and 

(4) behaviour related to areas not 
oovered by the formal agreement. 
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(1) Accommodations on the ;Application of Discipline 

!Ille re are no spe cific reference a to ma tters of; dis

cipline in the wage agreement and su ch questions, the re fore, 

must be regarded as falling wi thin the area of the manage rial 

prerogative. b formal disciplinary system which prevails in 

the plant i a one which u til ize s the allo ca ti on of deme rit marks 

to employees who are caught breaking company rules and regula

tions: the se demeri ts are entered into an employee' s record. 

Acta auch as loafing during working hours, smoking in prohibi ted 

are as, leaving the job be fore time, eating during working hours, 

and being under the influence of intoxicating beverages, are 

examples of such infractions. .An employee is supposed to be 

automatically fired if he. collecta a total of sixty deme rit marks 

within a given period. 

Demeri t marks are normally meted out by assistant fore

men on the shop floor. The matter is then normally passed on to 

the shop foreman. At this point the employee has to sign a form 

accepting the demeri t marks which have been meted out to him; 

then they are entered into records. Thus, fomally, the process 

of discipline is automatic, rigid, located at the shop level, 

and exclusively the prerogative of the supervisory staff. It 

should be no ted that while an assistant foreman may ini ti ally act 

to discipline an employee i t i s the shop f'oreman who acta to have 

the demerita entered into the employees' record. It is at this 

point that the accommodation process comes into play. 
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!lhere is only one rule in the wage agreement which, 

even in a general way, relates to the handling of disciplinary 

problems from the union point of view: 

"Rule 44. Should any employee subject to this 
Agreement be lieve he has be en unjustly 
deal t wi th, or that any of the pro
visions of ·this Agreement have been 
violated (which he is unable to adjust 
directly) the case shall be taken to 
the Foreman, General Foreman, Shop 
Superintendent, Works Manager, or 
Mas ter Mechanic, each in the ir re
spective arder, by the Local Commi ttee 
or one or more duly authorized members 
thereof, and a decision will be 
rendered wi thout any unnecessary delay." 

De spi te this rule, power in this area is almost exclu

sively in the hands of the shop foremen as they decide whether 

deme ri ts will be passed on to the records office. It is unlikely 

that an employee will be accorded demerit marks if he has not 

been seen indulging in an infraction of the rules. Since the 

onus would be upon the union officer to prove that the man in

volved was being unjustly deal t wi th he would, under other circum

stances, have a poor case due to the fact that both infractions 

and their penalties are clearly defined. However, in this plant 

the accommodation process cames into operation at this point. 

It emerged from the interviews that the po si ti on which 

the union officers usually adopt in discipline cases is that of 

making a plea for leniency. ~ey ask that the deme rit marks be 

not entered in the employee' s record or that the number of deme rit 

marks that have been meted out to the employee be reduced. It was 
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clear from the responses of all the respondents that there is 

considerable deviation from the formal rules in the application 

of discipline. ~us, union officers and foremen can achieve 

accommodation wi th one another in one of the following ways: 

(a) neglecting to apply the regulations 
and ignoring infractions of them; 

(b) war.ning employees who have been 
observed indulging in infractions; 

(c) having the union officer war.n em
ployees; 

(d) shop foremen failing to record 
demerita accorded by their assis
tan ts; 

( e) shop foremen reducing or tl scrubbing
outtt demeri ts accorded by their 
assistan ta. 

Accommodations (a), (b), and (c) are normally initiated by the 

shop foreman and accommodations (d) and (e) usually take place 

as a re sul t of the intervention of the union officer. 

It was also reported that the plant manager made con

cessions in the application of discipline. tis was liable to 

occur when a shop foreman refused to make concessions and the 

union officer was prepared to press the matter. Respondents 

could only recall a few times in the past decade when an employee 

had been fired. n:te only area in which the plant manager was 

reported to be unwilling to make concessions was in cases that 

involved intoxication. 

It is important to recognize that accommodations in the 

application of discipline do not involve any direct t1 treaty-making11 
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or barter. According to the agreement and the fo:nnal rule s 

governing discipline, discipline is an area of exclusive manage

ment rights. Nevertheless, accommodations are made by both shop 

foremen and the plant manager. It is reasonable to infer that 

the supervisors make concessions in this are a in the in te re ste 

of main taining a good rel a tionship wi th the ir union shop chai men 

and perhaps wi th the hope of obtaining concessions from the 

union officers in other areas where management does not hold an 

exclusive prerogative. 

~ble VIII, which follows, has been draw.n up on the 

basie of responses to the interview schedule. First of all a 

ecale of strictness was calculated from the responses to the 

following two questions: 

(3/29) How strict are you on the application 
of discipline? 

(3/29) How strict is the superviser on the 
application of discipline? 

In tems of the general responses to these questions each of the 

foremen was given a high, medium or low rating in respect to the 

degree of strictness wi th which he applies the fo:nnal rules re

lating to the application of discipline. 

!~he factors of deviation from the rules by the foremen, 

making concessions to the union, and co-opera ting wi th the union 

officers on matters of discipline were calculated on the basie 

of the responses to the following questions: 
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(3/30) Do you ever deviate from the 
nletter of the lawn on this? 

(3/31) Do you ever make concessions 
to the union on this? Why? 

( 3/32) Do you some times manage to work 
things out together on this? 

~ above questions were put to the foremen and a corresponding 

set of questions were put to their partn.ers for the purposes of 

obtaining a cross-check of the responses. 
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TABLE VIII 

ACCOMMODATIONS OF FOREMEN ON THE APPLICATION OF DISCIPLINE 
AS REPOR mn BY FOREMEN AND UNION OFF! CERS 

Foreman Foreman' s Degree Foreman Fore man Fore man 
in of Stri c tne ss in Devia tee Concedee Co-ope ra tes 

Relationship Applying Rule s from Rulea to Union with Union 

F Low + 
A 

u Low + + + 

F Med. + + + 
B 

u Med. + 

F Med. + + + 
c 

u Med. + + + 

F Med. + + 
D 

u Med. + + + 

F High + 
E 

u Med. + + 

F Med. + + + 
F 

u Med. + + 

F Med. + + + 
G 

u Med. + + + 

F Med. + + + 
Gx 

u Med. + + + 

F = Foreman' s self-report 
U = Union officer'-s croas-report 
+ Positive Re aponse -- Negative Response 



51 

Table VIII indicates that the most common pattern is 

that where medium strictness in the application of discipline 

is exercised by the shop foreman; both aides of the relationship 

report that the foreman deviates from the rules, makes concessions 

to the union officer, and the parties work discipline problems 

out together. Tb.ree of the relationships fit this pattern exact

ly. Another two relationships deviate from the most common 

pattern in only one side of one of the items. In relationship D 

the foreman denies that he makes concessions but admits that he 

devia tes from the rules and aJ.so that he works things out wi th 

his union partner. !Ibe union officer in relationship F reports 

that the foreman does not deviate from the rules but the foreman 

himself reports that he does. It is reasonable to regard these 

two relationehips ae broadly fi tting the most common pattern. 

Tb.us, only relationships A, B, and E differ to any great exten t 

from the patiem. In relationship A, the foreman reported that 

he was not very strict and that he did deviate "from the letter 

of the law." He claimed, however, that he did not make con

cessions to the union and that he never "worked things out" wi th 

the union officer on matters of discipline. ~ union officer 

in this relationship reported that the foreman 11 was not strict 

enough" and that he 11 closed his eyes to a lot of things -more 

tha.n I would. tt Of even more significance, the union officer 

reported that the foreman consistently gave employees warnings 

instead of according them demeri t marks. This relationship 

probably aJ.so belongs to the pattern.because the foreman's deniaJ. 
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of concession and co-operation can hardly be accepted as genuine. 

His reaction may have been prompted by his recognition of 'the 

.tact that he was "too soft" and that even his union partner 

recognized this. Also, i t must be noted that this relationship 

scored singularly low on the strictness ecale. In relationship 

B the .foremsn produced a most cOinmon pattern response but the 

items relating to deviation and concession were not confinn.ed by 

the union o.fficer. Since the union officer, however, did con.fir.m 

that they "worked discipline problems out toge ther all the time" 

deviation must be regarded as being present and concession is 

implied. On this basie relationship B may also be said to fit 

broadly in to the pattern. ~e re sponse s of the union officer in 

this relationship suggested that, perhaps, he was attempting to 

protect his foremsn partner in his responses. Relationship E 

is the outstanding non-pattern response. Here the foreman admits 

that he deviates .from the rules but denies that he either concedes 

to the union o.fficer or co-opera tes wi th him. ftds foreman was 

also the only one who was rated "high" on strictness. ~e union 

officer confir.med that the foreman in this relationship was 

"fairly strict" and that he did not devia te from the rule s. How

ever, he also claimed that the f'oreman did sometimes make con

cessions and that they sometimes msnaged to work things out 

together on matters of discipline. ~e foreman was very strong 

in his responses on these points: "If the shop chair.man brings 

up a discipline matter I stick to my guns." Insisting that he 

did not work things out or co-opera te wi th the union o.f.ficer 

the only elaboration he would make on this point was to say: 
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"I feel I should never start a fight wi th the union unless I am 

sure of winning." Rel a tionship E i s the only one which stands 

outside the common pattern of accommodation pertaining to the 

application of discipline. 

If the fo:rmal rules relating to the application of 

discipline were fully applied foremen would have to be rated high 

on the degree of strictness wi th which they apply discipline both 

by their self-reports and by the reports of their union partners. 

Only the foreman in relationship E reports that he is strict and 

this is not confi:rmed by his partner. Wi th strict application 

of the rules the foremen would report that they do not deviate 

from the rules, do not make concessions to the union, and do not 

co-opera te on the handling of discipline matters wi th their union 

partners. !Jhese negative reports would be confi:rmed by the union 

officers. ~e paucity of negative responses in ~ble VIII in

dicates strong and general departure from full application of 

the rules relating ta discipline and at the same time provides 

a measure of accommodation in this area. All the relationships, 

wi th one exception, fit into a common pattern which shows that 

the foremen are only medium on strictness in the application of 

discipline; they deviate from the rules, make concessions to the 

union, and co-opera te wi th the union officers in handling dis

ciplinary problems. Accommodation in this area is both consider

able and general. 
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(2) Accommodations on the Application of Senioritv 

If the application of discipline can be said to be 

for.mally a managerial prerogative, then the application of senior

i ty can be said to be formally a union prerogative. Seniori ty 

rules have been established as a re sul t of union pressures and 

demanda in past negotiations. Many trade unioniste regard auch 

rules as the core of their philosophy and some members regard 

auch rule s as the main justification for the union' s existence. 

Seniori ty rules are the effective nor.ms in a number of situations 

auch as: 

(a) the reduction of staff involving lay-offs; 

(b) the increase of staff involving the recall of men; 

( c) fil ling vacan cie s wi thin the shop s, invol ving the 
transfer of men from one job to another. 

!!he central rule relating to seniori ty is Rule 39 of 

the wage agreement: 

"Rule 39. Seniori ty of employees in each craft 
covered by this Agreement shall be 
confined to the point at which employed. 
When i t be come s ne ce ssary to make a 
reduction in expense s as provided for 
in Rule 35, employees in any craft may, 
under this Rule, exercise their seniori ty 
in any position belonging to their craft 
in their ow.n seniority group provided 
that the exercise of seniori ty on a staff 
comprising both back shop and running 
work by change from one class of work to 
the other shall be conditioned upon 
qualifications for the performance of the 
work in any individual case." 
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Two other rules bear upon the seniori ty provisions: 

"Rule 35 •••• When the force is reduced seniori ty, 
as per Rule 39, shall gover.n; the men 
af'fected to take the rate of the job to 
which they are assigned. In the restora
tion of forces senior men laid off shall 
be given preference of re-employment. 
Local Commi ttee s shall be fur.nished wi th 
a list of men to be restored to service." 

"Rule 37. When reducing forces, if men are needed 
at any other point they will (if sui table 
for work required) be given preference to 
transfer to nearest point, wi th privilege 
of retur.ning to home station when force 
is increased, auch transfer to be made 
wi thout expense to the Company. Seniori ty 
to gover.n in all cases." 

!lhe handling of vacancies wi thin a craft in the plant 

is also governed by the seniori ty provisions. !Jhis is one of the 

most con ten tious rule s in the agreement from the point of view of 

the foremen in the shops. 

"Rule 25. When new jobs are created or vacancies occur 
in preference jobs in the respective craf'ts, 
senior employees at point at which vacancies 
occur shall, if sufficien t abili ty i s shown 
by trial, be given preference in filling auch 
new jobs or any vacancies that may be desir
able to them. !!he Local Commi ttee shall be 
consul ted on selection of applicants." 

Finally, there is one other rule which relates to the 

allocation of jobs: 

11 Rule 31. Employees who have given long and fai thful 
service in the employ of the Company and who 
have be come unable to handle heavy work to 
advantage will be given preference of such 
light work in their line as they are able to 
handle." 
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There was no evidence of deviation from the formel rules 

relating to the reduction of staff and the recall of employees on 

a seniority basis, i.e., Rules 39, 37 and 35. These rules are 

rigidly enforced by the union officers. Rule 25, relating to men 

claiming transfer to other jobs, is the area of contention. It 

is in relation to this rule that deviations and concessions take 

place. 

Any employee who has the necessary amount of seniority 

may apply for transfer to a job which becomes vacant in his craft 

or shop. Vacancies are posted on the shop bulletin board and men 

who would like such jobs make a 11 bid" or application for the 

vacancy. Men are liable to bid for jobs for a varie ty of reasons 

such as that the vacancy is a better paid job, a cleaner job, a 

lighter job, or even for personal reasons. Sometimes men bid for 

jobs for which they are not really qualified because they may 

have previously specialized in a particular line. According to 

the rule, the most senior man who makes a bid is entitled to be 

given a trial at the vacant job. 

The foremen regard this as a time-consuming and wasteful 

practice. fuey feel that they often have to give trials to men 

who they believe have no hope of qualifying for the vacant job. 

The transfer of men involved in this process is also regarded by 

most of the foremen to be disruptive in that i t is constantly 

breaking up e etabli shed work gangs. Finally, foremen have the 

problem of the "perennial bidder," i.e., the employee who is 

cons tan tly bidding for other jobs and claiming trials for them 

on the basis of his seniority. 
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Some of the union officers sympathized with the foremen's 

viewpoint on this and, as a re sul t, were prepared to deviate from 

the forma1. rule s and to make concessions to the ir foremen. 0 ther 

union officers frustrated their foremen's attempts to deviate from 

the rules by insisting on the senior man who bids being given a 

trial for the vacancy. 

Table IX representa an attempt to assess the degree of 

la ti tude permi tted or the amount of accommodation made by union 

officers on matters related to the seniori ty rule s. It was 

recognized that this was a rather "tender" are a from the union 

officers' point of view and that they were reluctant to admit 

deviation from the formal rule s which govern seniori ty. ~e 

method of cross-reporting was therefore employed here, i.e., on 

items (1), (2), and (3) we have reports of the union officers' 

behaviour and attitude as given by their foremen partners. Item 

(4) is a self-report by the union officers. The table is based 

on responses to the following questions: 

(3/23) How do you think this union officer 
feels about the seniori ty rules re
lating to upgrading, transfera, etc.? 

(3/24) Does he ever try to deviate from the 
agreement on this? 

(3/25) Does he ever make any concessions to 
you on this? 

(3/26) Do you ever make concessions to the 
supe rvi sor on this? 
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TABLE IX 

UNION OFFICERS' ACCOI>1MODATIONS ON THE APPLICATION OF SENIORITY 

(1) (2) (3) (4) 
Union Officer Union Officer's Union Union Union Officer 

in Attitude to Officer Offioer Concedes 
Relationship Seniority 

(R e p o r t 
Deviates Concedes (Report by) 

b y F o r e m a n) (Union Officer) 

A + x 

B + + x 

c + + x 

D + x 

E + + x x 

F x + + 

G + + x + 

Gx + x 

+ Positive Response 
Negative Response 

x Quali:f'ied Response 

If each union officer strictly entorced the seniority 

rules and pe:rmi tted no la ti tude in their application he would 

have produced an ideal non-accommodative pattern as fol1ows: 

(1) 
Attitude to 

Re1a tionship Seniori ty 

Ideal Non-
Accommodative + 

(2) (4) 

Devia tes Concedes Concedes 
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In view of the importance of the seniorit,y rules to the 

union officers the overall pattern of deviation or accommodation 

sho'Wl'l in 1able IX i s signifi can tl y 1 arge. Not one single case 

of the ideal non-accommodative pattern emerges from the responses 

al though three of the relationships come close in that they 

devia te in only one item out of the four. It must be concluded 

that all union officers pen:ni t some la ti tude in the application 

of the seniori ty rule s. 

If we examine the items separa tel y we find tha t on item 

(1), which relates to the reported attitude of the union officers 

to seniority, all union officers, with one exception, support the 

seniori ty rules strongly. On item (4), however, we find that 

only three of the union officers make an unqualified statement 

that they do not make concessions to the foremen on seniority 

questions. One union officer admi tted that he makes concessions 

and the other four gave qualified answers. ~e qualified 

responses to the question of whether the union officer made con-

cessions to his foreman were: 

A - "Occasionally, in regards to getting 
a job out quick." 

B - "We work fifty-fifty, providing i t is 
not breaking the a.greemen t. 11 

E - "Ye s, if i t will gi ve a junior man a 
job and prevent him going out the gate. 11 

Gx- 11 Yes, if a man requires a light job. 11 
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~ese are minor deviations and are confined to the 

allocation of men to jobs within the individuel shops. 

Items (2), (3), and (4) relate to behaviour as distinct 

from attitudes. If we··take these three items, as a group, they 

would have produced a total of twenty-four negative responses 

in a perfect non-accommodative pattern. ~e number of non

accommodative responses which was actually produced totals nine. 

Thus, almost two-thirds of these responses represent an element 

of deviation, concession, or accommodàtion with respect to the 

fonnal rules governing the application of seniori ty. !lhis, 

de spi te the strong supportive attitudes of the union officers to 

these rules. ~s must be qualified by emphasis of the fact that 

the accommodations are confined to those seniority rules which 

refer to the handling of job vacancies. ihere is no evidence of 

accommodation on the more fundamental rules of seniori ty which 

relate to the lay-off and recall of employees. 

The same me thod of oro ss-reporting and a similar set of 

questions we:re utilized to obtain infonnation on the a.tti tudes 

and behaviour of the foremen relating to the application of the 

seniori ty rule s. Tb.e re sponse s to the se are shown in Table x. 
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TABLE X 

FOREMEN' S ACCOMMODA TI ONS ON 

(1) 
Foreman Foreman' s 

in Attitude to 
Re1ationship Seniori ty 

(Report by) 
(Union) 

A x 
B x 
c 
D + 

E 

F + 

G 

Gx 

+ Positive Response 
-- Negative Response 
X Qualified Response 

!1RE APPLICATION OF SENIORI TY 

(2) (3) (4) 
Foreman Foreman Fore man 
Devia tes Concedes Concedes 
(Report) (Report) (Report) 

by 
(Union) 

by 
(Union) 

by 
(Foreman) 

+ x 
+ x 

+ x 
+ + 

+ + + 

+ + 

+ + x 

+ + + 

Four of the foremen were reported to be strong1y against 

the seniori ty rule a and consistent wi th this attitude they were 

al1 reported to indulge in attempted deviations from these ru1es. 

The se deviations were mostly in connection wi th the fi11ing of 

vacancies in their shops. Two of the foremen were reported to be 

in favour of the .seniori ty rule s and one of the se was reported to 

attempt to devia te, whi1e the other, acting consistent wi th his 

attitude, did not attempt to devia te from the rule s. Another two 

of the foremen were reported upon in a qualified manner regarding 
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their general attitude to the seniori ty rule s. It was reported 

of foreman A: "Sometimes he is not too happy because the senior 

man claims a job which he is not capable of doing. 11 ~is foreman, 

however, was reported as not attempting to deviate from the rules. 

It was reported that foreman B was "very goodtt on seniori ty rules 

"providing the man has the abili ty to do the job." He, also, was 

reported as not attempting to devia te. 

~e forema.n in relationship C was the only one reported 

not to make concessions. Only three other foremen, in relation

ships E, F, and Gx, gave unqualified confirmation that they made 

concessions on matters of seniori ty. ~e foreman in relationship 

D denied that he made auch concessions and the foremen in 

relationships .A, B, C, and G gave qualified confirmation of auch 

concessions. These qualifications took the following forma: 

A - "Yes, in certain special cases, sympathy cases." 

B- "Yes, in special cases." 

C- "Yes, because the seniority belongs to the union. 
On the assignment of certain jobs we will get 
into an agreement." 

G- "Yes, to meet compaseionate cases." 

Here again, the deviations appear to be of a minor nature and are 

again confined to one aspect of the seniority rules, i.e., as 

they relate to the allocation of men to jobs and the handling 

of vacancies wi thin the shops. 

The establishment of an ideal non-accommodative pattern 

for foremen is aomewhat more problematical than i t was for the 
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union officers. A suggested pattern is one in which the :foreman 

is reported to have a negative attitude to the seniori ty rules, 

reportedly attempts to deviate :from the rules, reportedly makes 

no concessions, and himsel:f reports or confirma that he doe s not 

concede. On this basis an ideal non-accommodative pattern would 

be: 

Rel a tionship 

Ideal Non
Accommoda ti ve 

(1) 
At ti tu. de to 

Seniori ty 

(2) (3) (4) 

Devia tes Concedes Concedes 

+ 

~e rationaJ.e behind this suggested ideal non-accommodative 

response patwrn for the :foremen is that they might be expected 

to regard the seniori ty rules as being restrictive and inter:fer

ing wi th their goal o:f achieving optimum production. Further, 

they might be expected to take the view that the seniority rules 

are primarily a union prerogative justi:fying them in attempted 

deviations wherever this would be to their advantage. In keeping 

with these general sentiments they might be expected to resist 

making concessions to the union officers and to deny that such 

concessions are made. ~ere was · not a single case '\orhich met the 

ideal non-accommodative response pattern; the only one which 

cornes close toit is in relationship C where the responses de

viated :from the ideal non-accommodative pattern in one item. 
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If we take items (2), (3), and (4) together, as we 

previously did for the re sponse s for union officers, and thus 

distinguish the reported "acts" from the reported "attitudes," 

we find that seventeen of the twenty-four responses do not meet 

the ideal non-accommodative pattern. ~us, here again, more than 

two-thirds of the responses indicate deviation and concession. 

~s also is a measure of the incidence of accommodation. 

From the strictly formal point of view the foreman, 

quite apart from his attitude to the seniority rules, would not 

be expected to deviate, to concede, nor to report or confir.m 

concession. On this basis the degree of deviation totals nine

teen out of twenty-four responses on the same three items. ftlis 

is a further indication of the extent of deviation or accommoda

tion on the application of the seniority rules. 

In summary, no cases of correlation wi th the ideal non

accommodative patterns have been found on either side of the 

relationships on the question of the application of the seniority 

rules. In ~ble XI a comparison is made of the ideal non

accommodative pattern and the actual dominant response patter.n.. 

~s table is based upon an analysis by single items and is only 

intended to demonstrate the differences between majori ty practice 

and ideal non-accommodative response on an item-by-item basis. 

Table XI indicates that the general attitudes of the 

respondents to seniority cornes closest to their ideal patter.n.s. 

Sevan union officers and four foremen are shown to meet the ideal 
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on this item. ~e only other category where the responses come 

near correlation wi th the ideal is in item (2) where five .foremen 

meet the ideal pattern. ~e general failure of the dominant 

response pattern to meet the ideal non-accommodative pattern may 

be taken as an indication of the exten t of accommodation. !!he 

accommodations are con.fined to only one of the three areas of 

behaviour to which the seniorit,y rules relate. 

TABLE XI 

COMPARISON OF IDEAL NON-ACCOMMODATIVE RESPONSES AND AC!LUAL 
DOMINANT RESPONSES ON SENIORITY BY SEPARA'IE I!IEM 

(1) (2) (3) (4) 
Attitude to 

Seniori ty Devia tes Concedes Concedes 

Union Of.ficers: 

Ideal Non
Accommodative 

~ 

Response + 

Ac tual Dominant 
Response + 

Foremen: 

Ideal Non
Accommodative 

Response 

No. (7) 

Ac tu al Dominant 
Response 

No. (4) 

+ 

(5) 

+ 

+ 

(5) 

x 
(4) 

+ 

(7) 

x 
(4) 

x 

(4) 
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(3) Accommodations on the Hiring, Firing, and Lay-off of Men 

~e phenomenon of' men being fired is almost unknown in 

this plant. 1b fi re a man would be a clear indicator that some

thing was wrong and might set off a chain of events which would 

threaten the autonomy of the plant and the statua of the respon

den te. One foreman reported that i t was more than ten years 

since anyone had been fired in his depar'f.ment de spi te the fact 

that a number of employees had accumulated the maximum number of 

demeri t marks. Another foreman reported: "I have never fired 

anyone- it is company policy." One foreman recounted the story 

of an apprentice who had used physical violence on an older 

employee in his shop and how manage rial intervention had prevented 

effective discipline being applied. ~e foreman reported: ttr 
wanted to fire this apprentice but 'upstairs' wouldn't let me." 

For the most part, few employees ever come near reaching 

the maximum number of deme rit marks as a re sul t of the accommoda

tion process which has been described earlier. When a few of the 

employees reach the point where they should be automatically 

fired the plant managers simply ignore the fact. In a few serious 

cases the plant manager may invoke temporary suspension. !!his can 

be maintained as a local matter if the union officers are prepared 

ta accept such a course. Firing a man, however, would involve 

drawing the attention of head office and a series of auch acta 

would involve head office intervention. !lhis is why firings are 

almost unknown. 
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Rl.e lay-off of men normally occurs when the plant budget 

is reduced by the head office. In accordance wi th this reduction 

shop foremen are ordered to make a reduction in staff which is 

usually given in terms of a percentage reduction. Such staff 

reductions are handled strictly on the basis of seniori ty rule s. 

In this union officers play a major role. ~ey perform an ad

ministrative role for the company in that they main tain up-to

date senior.ity lists for their shops, and they assist the foremen 

in the determination of which men, according to seniority, will 

have to be laid-off. W.b.ile the company al so main tains su ch 

records they do this through their employment office wi th the 

re sul t that the shop foremen do not have the intimate k:nowledge 

of the seniori ty lista that the union office ra have. ~ere is, 

therefore, a great deal of consultation between the foremen and 

the union officers both when men are being laid-off and when men 

are being recalled. b general situation was summed up by one 

foreman who stated: "I have to consul t wi th the union on lay-offs 

as i t has to go strictly by the seniori ty lista. ~e union 

office ra handle a good deal of this." A;nother reported that 

"this is all handled through the union." 

The union officers play a role in the selection of new 

employees. If the foreman has been authorized to hire more men 

he first consul ts wi th the shop chairman to ascertain if any men 

are available for recall. 1his is in accordance wi th the agree

ment. However, when the pro cess of recall has been exhausted 

most foremen ask the union officer if he can find new men for them. 
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!lhis latter pro ce as is not provided for in the agreement: the re 

is no rule which refera to any agreement wi th the union relating 

to procedures for the hiring of new employees. Management re

tains the exclusive right to set the level of employment but 

their right to hire anyone they choose has become somewhat modi

fied in practice so that in fact the shop chairmen' e nominees 

are frequently accepted. Ms may be a natural growth out of 

the fact that the ehop foreman hae to consul t his union chairman 

in the first instance to eee if any laid-off men are available 

for recall. Seven of the eight foremen indicated that the union 

officers obtained new men for them. 

~ere were frequent references to this practice by the 

respondents in a number of the relationshipe. One quotation will 

illuetrate this: "If the foreman wante men he tells me and I 

fur.nish the men from our local or from an outside local. We call 

the men and interview them and if I like them I send them to the 

foreman." !lb some e:x:ten t foremen have abdica ted the ir au tho ri ty 

in the matter of hiring new men. One foreman said: "If I recom

mended a man from outeide and the union recommended another man -

a man who was already a member of their union - the union nominee 

would have to get the preference • 11 Since there is no rule which 

etipulates that foremen have to accept union nominees when hiring 

new men we have here an indication of the extent of union en

croachment in this area. Ms is particularly the case wi th 

respect to the skilled trades. It may be that the shop foremen 

are qui te content to accept the service which the union provides 
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in supplying qual.ified men as they are required. 

!Ihe overall picture is that the union officers play an 

important consultative and administrative role in relation to the 

lay-off and recall of men and in the se areas the seniori ty rules 

appear to be atrictly enforced. !Ihrough some process the union 

officers have come to dominate the selection of new men being 

hired. !Ihe firing of employees is almost unknown. 

(4) Behaviour Related to Areas not Covered by the Fon:nal Agreement . 

Respondents were asked what their relationship partner 

tends to do if a problem arises which is not covered by the agree

ment. Union officers, wi th the exception of the one in relation

ship Gx, reported that their foreman consulted with them on such 

problems and that they usual.ly worked out a mutually satisfactory 

solution. !Ihe shop cha.in:nan. in relationship Gx, however, reported 

that the foreman "goes ahead and does what he likes - i t is up to 

us to stop him." Wi th this exception, the general practice is 

illustra ted by the shop chairman. who reported: "He (the foreman) 

calls me in and discusses i t wi th a view to reaching some kind of 

arrangement." 

!Ihe foremen reported that the union officers came to 

them wi th problems which arase and which were not covered by the 

agreement. However, they also reported that the union officers 

tended to consul t wi th each ether and that on such matters they 

would seek advice from the officers of the "Federation. 11 
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A supplementary question asked of respondents was 

whether they found that their relationship partner was prepared 

to co-operate with them in finding solutions to shop problems 

which cropped up and which were not covered by the agreement. 

All foremen reported that their union partn.ers were prepared to 

co-opera te. Union officers reported that their foreman partners 

were prepared to co-opera te, wi th again the exception of relation

ship Gx where the union officer reported that the foreman would 

co-ope ra te 11 some times. tt When the re sponden ts we re aske d to 

specify the kinds of problems which arose in this area they did 

not give specifie replies. Their responses took the form of 

vague generalities such as "various," "small things," and "general." 

On the assumption that some of these problems might be 

of a recurring nature an attempt was made to ascertain whether 

11 informal arrangements" were ever worked out by the parties in the 

relationships at the Shop level. ~e following question was put 

to the re sponden ts: 

(4/8) Have you ever been able to work out 
info:rmal arrangements wi th the shop 
foreman/union o.ff'icer to deal wi th 
problems you have had in the shop? 

All foremen produced a positive response; six of the union officers 

also produced a positive response; the union officers in relation

ships F and Gx produced negative responses. 

Arrangements were reached covering a variety of si tua

tiens. !!he undernoted were the most frequently mentioned: 
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(a) the placing of sick men in light jobs; 

(b) changing men's shifts due to sic~ess 
in the family or to facili tate special 
personal arrangements; 

(c) assignment of men to jobs outside their 
own shop; 

(d) physical arrangements in the shop; and 

(e) overtime arrangements. 

Th.ese were relatively small problems and they were confined to 

individual shops. As one foreman put i t: "We try to keep our 

problems in our own shop. We are not always running to manage

ment. If it goes further than the shop itbecomes 'front page' 

so we keep i t in the shop and find a way around i t - so long as 

no body is getting hurt. 11 In relationship F the union officer 

said that he fel t that he could not make informal arrangements: 

nwe must have everything in writing most of the time. We don't 

do anything verbal anym.ore." The foreman in this relationship 

reported that they had made informel arrangements on men working 

through the lunch hour and on transferring men. !!he union 

officer in relationship Gx said that he did not make infonnal 

arrangements and stated: "We are not too much in .faveur of that. 

If you give them an inch - they will take a foot." !!he foreman 

in this relationship, however, reported that they had made in

formal arrangements dealing with the distribution of overtime 

and the changing of men's work. 

Respondents, with the exception of the union officer in 

relationship F, felt that they should have the power to conclude 
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local arrangements. All foremen and four of the union officers 

stated that they already had this power. 'lhe general sentiment 

on both aides was that they should be able to make local arrange

ments on matwrs which are confined to the individual shops and 

which fall outside the wage agreement. All respondents, wi th the 

exception of both parties in relationship D, reported that if 

problems did arise which were outside the agreement they usually 

manage d to solve them by wo rking some thing out toge the r at the 

shop level. All respondents, with the exception of the union 

officer in relationship A., reported that they had been able to 

make local arrangements which were beneficial to both parties. 

'lhe union officer in relationship A reported that the need for 

auch arrangements did not arise in his shop. 

Accommodations are made in eq.ch of the four are as deal t 

wi th in this chapter. None of the foremen fully enforcee the 

rules on discipline and this consti tu tes an accommodation which 

is made to their union partners. It is also found that none of 

the union officers fully enforcesthe seniority rules. In their 

fundamental aspects, where they bear upon the lay-off and recall 

of men, the seniori ty rule s are enforced but accommodations are 

made to the fo remen in the transie r of men and the fil ling of 

vacancies. 'lhe firing of men is a rare occurrence and lay-offs 

take place on the basie of the seniori ty rule s. However, the 

supervisory prerogative in the hiring of men has, in practice, 

been largely taken over by the union officers who nominate new 

men for vacancies. When problems arise in the shops which are 
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not covered by the fonnal agreement the parties to the key 

relationships consul t wi th each other and co-ope rate on finding 

mutually satisfactory solutions. Where a problem is of a re

curring nature "infonnal arrangements" tend to be reached which 

will gover.n such situations. 



CEAP!IER V 

iWO CASE S!JIJDIES - THE iWO EXiREMES 

In this chapter an attempt will be made to characterize 

some of the major aspects of the two cases which fall at the 

extreme points of a "haœonious-con ten ti ou s" continuum. Al.l 

of the relationships have a great deal in common. All utilize 

the processes of accommodation, deviation, concession, and 

treaty-ma.king but they vary in te:rms of degree and there is a 

significant variation in the general atti tu.des surrounding the se 

processes. It is for this reason that the technique of reporting 

on the two extreme cases has been employed. ~ese are not 

deviant cases but they do represent the extremes of attitude and 

harmonious content wi thin which the common pro cesses of accom

modation take place. A general description of the two cases will 

be followed by a comparison of sorne of the main characteristics 

in the relationships and their importance. 

1. Relationship A - ~e Most Harmonious Relationship 

Grievances: Relationship A may be regarded as the most 

harmonious relationship. It provides the only one where nei ther 

of the parties found i t ne ce ssary to prokfe ss a grievance higher 

than the relationship level in the year pre ce ding the study. Nor 

was any reference made by ei ther of the parties to the use of 

coercion by the union officer threatening to break the infor.mal 

74 
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norm o:f non-re:ferral in order to win concessions :from the :foreman. 

Both respondents gave unquali:fied positive responses in asse seing 

their partner' s co-operativeness. ~e :foreman had a positive 

general attitude toward dealing with union o:f:ficers and this was 

con:firmed by his union partner. ~e :foreman alao reported that 

he sought advice on problems :from his union partner and this was 

con:firm.ed. 

Discipline: !.l.he :foreman was ra.nked "low" on strictne as 

on the application o:f discipline and this was confirmed. The 

union officer reported that the :foreman deviated from the rules 

on the application of discipline and this was admi tted by the 

foreman. nre union officer reported that hia partner made con

cessions to him and co-operated wi th him on discipline matters 

but this was denied by the foreman. Examples ci ted by the union 

officer suggest that his report of concessions and co-operation 

is correct but that the foreman did not want to admit i t. 

Seniority: ~e union o:fficer was reported to have very 

strong views about supporting the seniori ty rule s. He was re

ported not to deviate nor make concessions in regard to them. 

However, the union of:ficer admitted that he occasionally made 

concessions to the foreman on these rules in special circumstances. 

!.l.he union shop chairman came close to the ideal non-accommodative 

pat1Brn as he deviated in only one item out o:f four. !.l.he .foreman 

deviated from the ideal non-accommodative pattern on all four 

items. Thus, we have here a strong non-accommodative attitude 

on the part of the union officer and a strong accommodative 
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attitude on the part of the foreman. !Ihe foreman' s support for 

the seniori ty rules guaran "œed harmony on this question. He was 

reported as not at"œmpting to devia te from the rules al though he 

would make concessions to his union partn.er on the location of 

men. He admi t"œd that he made concessions to the union in special 

sympathy cases. 

Reciprocal Attitudes: Beth partn.ers described their 

relationship as 11 excellen t. 11 The union officer exp re ssed the view 

that his partn.er was beth a good man for the company and a good 

superviser. !Ihe former: "for the simple reason that he tries tc 

get the best from the men wi thout 'whipping' them;" and the latter 

because he co-operated. !Ihe foreman fel t that the union officer 

was a goodman for the company because he co-operated and 11 is 

willing tc be reasonable so long as i t doesn' t break the agreement -

he is prepared to bend i t." He fel t that his partner was a good 

union officer be cause he obtained more from higher management 

because of his flexibility. The foreman, however, felt that the 

unions in the plant had a bit toc much strength and that there 

was hardly a move that he could make wi thout consul ting them. 

œhe union officer reported that his partner some times claimed 

that the unions had toc much strength but he always retracted 

such statements later. De spi te his views on the strength of the 

unions, the foreman fel t that he had enough power tc do his job 

well. !Ihe union officer felt that the foreman made concessions 

to preven t complications and tc stop things being referred higher. 
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The :foreman fel t that the union o:f:ficer made concessions "be cause 

I go hal:fway wi th him on other things. 11 He said that the essence 

of their relationship was that they worked together. 

Contextuel. Factors: 

(a) Size: !Ihis relationship is located in and concerned 

wi th the smallest shop in the plant: seventy-three 

men make up the en tire unit. !!he :foreman and the 

union o:f:ficer work at adjacent desks in the shop 

general office and are in continuous contact wi th 

each other. !Ihere are no physical or organizational 

barriere to the initiation of' interaction by ei ther 

of them. 

(b) Skill: The employees in this shop had, as a group, 

a relatively high skill content. It was estimated 

that one-third of the men were highly skilled, one

third were semi-skilled, and the remaining one-third 

we re unskilled. 

( c) ~thnici ty: The work force was equal.ly divided among 

English-Canadians and French-Canadians. Foreman 

and union of':ficer shared a common ethnie origin of' 

Scottish birth and emigration to Canada at an early 

age. 

(d) Respondent Characteristics: !!he union of'ficer, with 

f'orty-eight years of service w1 th the company, had 
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longer service than any other respondent. 

1he forema:n, wi th forty-two years of service, 

also came near the top of the long service list. 

Both had equal industriel history and craft statua. 

Both started work in the Angus Shops as apprenticee, 

served their apprenticeships successfully and became 

craftsmen. Nei ther of them has ever worked elsewhere. 

~e union officer was the only one of his group 

who had ever held a supervisory job wi th the company. 

He has held his present union post for five years, 

was not opposed in the last election, and intends 

to run for re-election. 

The foreman has been the foreman in this shop for 

the last seventeen years and has worked alongside 

his union partner throughout his working life. 

He has never held office in the union al though 

he has always been a union member. 

Conceptions of Role Relationship: The union officer fel t 

that his main task was to try to keep ha.nnonious relations. He 

regarded this as hia most essential task. The foreman fel t that 

his partner' s main task waa to watch out for the welfare of the 

men; to see that the wage agreement was lived up to, but having 

due regard for the interesta of the company. 1he foreman felt 

that his main task was concerned wi th production and getting 

things out on schedule. !lb this end he was concerned wi th "having 
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a happy family be cause a happy gang i s a good gang." ~e union 

officer fel t that his partner' s main task was to get the pro

duction out wi th the least possible confiict. 

Assessment of Utility of Union Function: The union 

offioer felt that he perfor.med a useful function for the company 

by maintaining good relations and solving problems. He stated: 

"We do the company a lot of good. We save them a lot of headaches 

by dealing wi th the imaginary grievances of the men." The foreman 

fel t that the union officer performed a useful function for the 

company. 

2. Relationship Gx - The Least Harmonious Relationship 

Grievances: Relationship Gx may be regarded as the least 

harmonious or the most contentious relationship. Here, the union 

office r found i t ne ce ssary to pro gre ss twen ty-four grievance s 

higher than the relationship in the preceding year; the foreman 

referred two grievance s higher. n:te foreman reported that his 

partner attempted to coerce him into making concessions by 

threatening upward referral. Both respondents gave negative 

responses in assessing their partner' s co-operativeness. !the 

f'oreman had a negative general at ti tude toward dealing wi th union 

officers and this was confirmed by his union partner. The union 

of'ficer claimed tha t the foreman would like to have a free hand 

in running the shop. n:te foreman stated that he "did not get 

along at all" wi th his partner. He said that he sometimes settled 

things wi th his partner to preven t them from going "upstairs" but 
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tha t he was al ways re ady to put up a figh t whe the r he had a 

chance of winning or not. !!he foreman reported that he did not 

seek advice on problems from his union partner and this was con

firmed. The :foreman reported that he adopted a negative attitude 

when grievance s were raised and stated: "I enjoy i t when the 

union are ( sic) in the wrong. u 

Discipline: !!he foreman was ranked "medium" on strictness 

on the application of discipline and this was confirmed. The 

foreman reported that he deviated from the rules, made concessions, 

and some-times co-operated wi th his union partner on disciplinary 

matters and this was confirmed. !!he foreman outlined his position 

on discipline in the :following terms: 

"I tr,y to be strict, but I get discoura.ged. 
I don't get backed up higher up if I enforce 
discipline. So, I devia te from the rule s -
I don't go looking for trouble - I avoid 
catching men out. But, when I do catch them 
I don' t let them go. When I send things 
upstairs I am not backed up. I sometimes 
make concessions to the union - i:f a case is 
not too bad I would reduce the demerit marks. 
We sometimes manage to work things out if a 
case is not too serious." 

This general position, which was con:firmed by the union partner, 

illustrates the dilemma of the foreman who attempts to operate on 

the ba sis o:f the :formal rule s rather than through the accommoda ti on 

process. If he applies the formal rules he transgresses the 

infonnal no:rm of non-referral and is denied support from the plant 

management as well as damaging his statua. 
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Seniority: !!he union officer was reported to have very 

strong positive views on the seniori ty rules and nei ther to 

deviate nor to concede in relation to them. He said that he 

would concede to locate a disabled or sick man in a light job 

for which the man did not have sufficient seniority. !!he union 

officer came close to the ideal non-accommodative pattern as he 

deviated on only one item out of four. !!he foreman deviated from 

the ideal non-accommodative pat-œ,rn on two items out of four. 

His general attitude to the seniori ty rules was negative and he 

was reported to be constantly atiampting to deviate from the rules. 

!!he union officer claimed that the foreman attempted to break the 

rule s all the time and that he had to be on guard to enforce them. 

We find he re a strong non-accommodative attitude on the part of 

the union officer and an almost equally strong non-accommodative 

attitude on the part of the shop foreman. 

Reciprocal Attitude a: ::Both partners rated the statua of 

their relationship as only "fair." !!he union officer expressed 

the view tha t his partne r was a good man for the company but only 

in the sense that he was a "company man. 11 He also thought his 

partner might be regarded as a good superviser from the point of 

view that he knew the work of the shop well. !!he foreman fel t 

that the union offioer was not a good man for the company because 

he was "only a glorified labourer who thought only of himself and 

union poli tics. n He fel t that his partner could not be described 

as a good union officer. !!he foreman fel t that the unions in the 

plant had too muoh strength. He said that i t was difficul t for 
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him to talk about the unions wi thout becoming emotional. He 

complained that they "but-œdn into a lot of things that were none 

of their business and that they tried to take over the running of 

his shop. He fel t that he had enough power to do his job well 

de spi te the strength of the unions. b tmion officer fel t that 

the foreman only made concessions to him when they would assist 

production as production was his sole concem. ~e foreman fel t 

that the union officer made concessions to him becauee he had 

been prepared to fight and beat the union officer in the past. 

Contextual Factors: 

(a) Size: ~s relationship is located in and concerned 

wi th the large at ehop in the plant: sixteen hundred 

men make up the unit. Foreman and union officer 

are normally located at a distance of ten minutes 

w~k from each other. Contact only takes place 

when problems arise. !lb ini tiate interaction the 

foreman muet summon the union officer to his office 

or the union officer must call the office of the 

foreman and request a meeting with him. 

(b) Skill: ~e union officer and the foreman disagreed 

con ce ming the skill content of the shop workforce. 

~e union officer' s e stimate was twen ty per cent 

highly skilled, forty per cent semi-skilled, and 

forty percent unskilled. !!he foreman'e estimate, 

which dow.ngraded the skill content, was five per cent 
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highly skilled, sixty per cent semi-skilled, 

and thirty-.five per cent unskilled. 

(c) Ethnicity: ~ work .force was made up of 

approximately eighty per cent French-Canadiens, 

ten per cent Italiens, seven per cent English

Ca:hadians, and three per cent who were described 

as assorted Europeens. ~e foreman and union 

o.fficer were French-Canadien in origin and 

cul ture and French was the language they used in 

talking to e a ch othe r. 

(d) Respondent Characteristics: ~e union o.fficer 

had the lowest service of all the respondents, 

having only twen ty-three years of service wi th 

the company. ~e .foreman came ne ar the top of 

the list wi th .forty-six years of service. 

~e partners had dissimilar industrial histories 

and cra.ft statua. ~e .foreman started working in 

the Angus Shops as an apprenti ce, served his 

apprenti ce ship successfully and be came a craftsman. 

He has spent all of his working life in these shops. 

~e union offïce r came to the Angus Shop s as a 

labourer after having worked in a varie ty of other 

jobs ou taide. After working as a labourer for a 

number of years he was promoted to the category of 

helper. Some years later he was promoted to the 
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craftsman classification. In the parlance of 

the shops he would be regarded as low in 

occupational statue be cause he is not a "time 

served man." 

fue union officer has held his present union 

post for five years, was opposed in the last 

election, and intends to run for re-election. 

fue foreman has been the foreman of the shop 

for seven iEen years. He said that he was a 

member of the union at one time but that he 

quit the union when he became a superviser. 

Conceptions of Role Relationship: fue union officer fel t 

that his main task was the protection of the employees wi thin the 

wage agreement. fue foreman fel t that his partner' s main task 

was in the location and placing of men. fue foreman fel t that 

his own main task was in applying discipline. He stated that he 

was ooncerned wi th casting and planning but fel t that the main

tenance of discipline was the primary and most difficul t feature 

of his duties. fue union officer fel t that the foreman' s main 

task was in getting production. 

Assessment of Utility of Union Function: ~e union 

officer fel t that he perfo:rmed a useful function for the company 

by doing a lot of the company' s clerical work auch as the revision 

of seniori ty rasters. · He claimed tb.at in the absence of union 

officers the supervisors would be lost. !lhe foreman fel t that 
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the union officer performed no useful function !or the company. 

He described the union officers as a "bunch of 'lemons' seeking 

white collar jobs. tt 

3. Contrasting Aspects of the 1Wo Extreme Cases 

2he observations being made in this section, on the basie 

of a comparison of certain features of the two extreme cases, can 

only be regarded a.s a tentative exploration in pursui t of the 

formulation of further hypotheses. Since the two cases represent 

the extreme points of a "harmonious-non-ha:rmonious" continuum i t 

seems worthwhile summarizing those aspects of the two relation

ships which show contrasting situations. 
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TABLE XII 

CONiRASTING ASPECTS OF THE iWO EXmEME HELATIONSHIPS 

Aspect 

Size of shop 

Skill Content 

Physical Location 
of Partners 

Frequency and 
Nature of 
In te rao ti on 

Ethnie Distribution 
of the Workforce 

Characteristics 
of Rel a tionâhip 
Partners: 

Ethnie Origin 

Length of 
Service 

Industrial History 

Craft Statue 

Union Statua 

Ha:rmoniou s 

Small ( 7'3 men) 

'3'3% High 
'33% Semi-skilled 
3'3% Unskilled 

Close 

Constant-General 

50% French
Canadian 

50% English
Canadian 

Common- Seo tti sh 

Union - 48 years 
Foreman - 42 years 

Similar 

Equal 

Not Opposed 
in Last Election 

Non-Ha:rmonious 

Large (1,600 men) 

5% High 
60% Semi-ekilled 
35% Unskilled 

Distant 

Inte:rmi ttent
Problem-Related 

80% French-Canadian 
10% Italian 

7% English-Canadian 
'3% European 

Common-French-
Canadian 

Union - 2'3 yeare 
Foreman - 46 years 

Dissimilar 

Unequal 

Opposed 
in La.et Election 
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~e first five aspects, outlined in the table, are 

contextual factors which are related to the structure of the 

two shops. The other five aspects are related to the personal 

histories of the relationship partners but they have possible 

consequences for the relationships. ~e most harm.onious relation

ship is located in the smallest shop in the plant comprising only 

seventy-three men. ~e least harmonious relationship is located 

in the largest shop in the plant and is comprised of sixteen 

hundred men. In some respects, the foreman in shop A is in a 

position analagous to the owner of a small independant shop. 

Lipset, T.row, and Coleman have studied the influence of shop aize 

in their study of the printing industry and while they were com

paring separate uni ts some of their observations are relevant: 

"In many small print shops the owner himaelf 
is a union member, and in the smallest shops 
he may even work at the trade in the old 
craft tradition of the master surrounded by 
his jour.neymen. In contrast, the printer in 
the large shop is one worker among many; his 
employer is the firm rather than John Jones; 
his foreman is a full-time work superviser, 
who, though a member of the union, is more 
likely to be perceived as a representative 
of management than as a fellow worker. ttll 

~e foreman in relationship A acta rather like the ow.ner 

of a small contracting shop which is supplying parts to the plant. 

Hi a unit i s small and homogeneous, he i s well acquain te d wi th all 

11. S. M. Lipset, M. Trow, and J. Coleman, Industriel Democracy, 
(New York: Doubleday and Company, Anchor Books, 1962), 
pp. 172-3. . 
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of the members of his unit, and frequently interacts wi th them. 

He does not actually work wi th his men as does the owner of the 

small print shop but i t was observed that he spends a great deal 

of time on the shop floor discussing their work with them. We 

have noted earlier that this foreman referred to his unit of 

seventy-three men as his ''gang;" i t suggests that the group in 

this shop is homogeneous and that the foreman has an intimate 

relationship wi th the members. This will have implications for 

the union officer-shop foreman relationship in that problems 

relating to the men are regarded in the light of the individuals 

concer.ned and not in the light of problems of anonymous employees. 

We suspect that the foreman is not regarded by the men in the 

shop as part of management so much as the leader of their group. 

He is closely related to work activities and goals of the group. 

From the point of view of the men in his shop the fore

man in the least harmonious relationship is in the position of 

the distant representative of management. He knows few of the 

men who are members of his large unit of sixteen hundred; he 

cannot interact wi th them. He is .far removed .from the work 

activi tie s of the men as he is re qui red to spend most o.f his time 

on administrative work in his office. He deals wi th the assistant 

foremen in his office and they deal wi th the men on the shop floor. 

In this respect he has much less chance of coping with problems 

in the shops in their early stages than the foreman in relation

ship A. The men who work in shop Gx are anonymous employees 

rather than individuals from the foreman' s point of view. 
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~e factor of size is related to two other factors: 

locational proximi ty and the nature of interaction. In the most 

harmonious relationship the partners work at adjacent desks and 

the nature of their interaction is infonnal and general. ~ey 

constantly exchange opinions on all kinds of things both related 

to work and not so related. In the least harmonious relationship 

interaction is inte:rmi ttent and is exclusively problem-related, 

i.e., the partners in teract only when they have problems to deal 

wi th. ~us, the ir interaction is formal and gpecific. ~is is 

associated with the physical separation of the parties in their 

normal locations. 

It is difficul t to asse as the relative importance of the 

contextual factor of skill content of the shop workforce. ~e 

most harmonious relationship had a much higher proportion of 

highly skilled men than the least harmonious one. Significantly, 

the partners in relationahip A were in agreement on the skill 

content of their workforce whereas the foreman in relationship Gx 

had a much lower estima te of the skill content of· his workforce 

than his union partner. The f'oreman in relationship A. had high 

regard for the competence and skill of his men; the foreman in 

relationship Gx had a low regard for the men in his shop and 

claimed that more than half of them were incompetent and should 

be thrown out. We suspect that the reason for this contrast in 

attitudes is that shop A has a much higher proportion of n time

aerved" men than shop Gx. 11 Ti.me-aervedtt men are men who have 

served a regular apprentice at their trade. In shop Gx many of 
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the men started work in the shop as labourera, improved to be 

helpers, and later improved to tradesman statue. Such men have 

a lower craft statua throughout the shops than "time-served" men. 

The av ail able da ta do not· show the significance of the 

differing ethnie distribution of the workforces in the two shops. 

œhe policy of the company for many years was to hire young 

journeymen in the United Kingdom. W.b.ile this policy no longer 

exista i ts impact on ethnie distribution and skill in the shops 

persiste. The majori ty of the highly skilled men in all the 

shops are English-Canadians, many of whom emigrated from the 

Uni te d Kingdom to come and wo rk he re • I t will be no te d tha t the 

proportion of English-Canadians is very small in the non

ha:rmonious shop and that the high skill content is also small. 

An interesting question here would be whether the shops provide 

correlations between ethnici ty and skill but the data presently 

available do not justify making conclusions on this point. 

All that can be said is that the shop wi th the relatively high 

skill content also has a relatively high English-Canadian ethnie 

character and vice versa. 

The partners in each relationship share a common ethnie 

origin; the most harmonious being Scottish, and the least har

monious being French-Canadian. This is probably not of auch 

great importance as a factor like shop aize but i t may have an 

influence on general attitudes which are brought to the relation

ships. The two partners in relationship A are members of an 

immigrant group and may tend to main tain their solidari ty in 
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in relation to the majority; they may be expected to be well

disposed toward one another and this may have some effect on the 

relationship. 

!.lhere are a group of factors related to the personal 

histories of the respondents which have significance for the 

general statua and prestige which they bring to their relation

ships. In relationship A, the two partners have fairly equal 

records of service; similar industrial history, having both worked 

in the Angus Shops all their lives; and equal craft statua since 

both are 11 time-served11 men. ~ese provide the parf.ne-rs wi th a 

foundation of equal statua and prestige. !!he major difference 

in their statuees is derived from their respective roles. b 

foreman supervises a small, highly skilled workforoe so that he 

is probably relatively low in the supervisera' statua hierarchy. 

While the union officer repre sents this small group he is at the 

top of the union officers' statua hierarchy as he is the senior 

officer in the local union Federation. De spi te the difference 

of the partners' statua location in their own groups, the equal 

craft statua which they enjoy may be regarded as tending to 

induce an attitude of mutual reapect and co-operation. In the 

least harmonious relationship the foreman has no respect for his 

union partner. The statua positions of the partners are very 

unequal. The foreman has long service, has worked all his life 

in the plant, and is a "time-servedn man. The union officer has 

relatively short service, has worked outside before coming to 

Angus Shops, and al though he bas achieved the tradesman classifi-
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cation, he is not a u time-served" man. Ms me ans that the union 

officer en ters the relationship low in prestige. ~s being so, 

he may be inclined to balance i t by exerting the authori ty of his 

union role strongly and this, of course, would lead to disharmony. 

It is also felt that the statua of the union officer 

wi thin his own union group may have consequences for the relation

ship. Œhe union officer in relationship A. enjoyed high prestige 

in his group and had not been opposed in the last union election. 

Œhe converse was true for the union officer in relationship Gx. 

He had been opposed in his last election and was concer.ned about 

his re-election. !Ihe union officer role in this plant~is, in 

practice, a full-time job - al though this is not supposed to be 

the case. Œhe concept of union work as a 11 job" is important in 

this plant. Œhe union officers do no "productive•• work and yet 

they are paid at their regular rates by the company. :!heir time 

is devoted to handling union and union-management affairs. By 

taci t agreement, the union officers en 1Er job No. 2931 on their 

time cards. This job number signifies that they are engaged in 

union work. Most union of'ficers have the use of desks wi thin the 

regular offices of the plant and some have "unofficial" offices 

of their own. !Ihe union officer roles provide their occupants 

wi th a large measure of freedom and have to be regarded as 

premium "jobs." Most of the incumbents were an:x:ious to ensure 

their re-election• ~e fact that the union officer in relation-

ship Gx was opposed in his previous election may have made him 

over-an:x:ious to please his members. This would lead him to take 
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up grievances that a more secure union officer would reject. 

It is difficult to assess the relative importance of 

the various factors in terms of their affects upon the relation

ships. !l'he two relationships examined here are similar only on 

the factor of common ethnicity so that any of the ether factors 

could be equally important in influencing the character of the 

relationships. ~ere is a need for further research to determine 

the relative importance of the factors which have been identified. 

On a wider scale, groups of harmonious and non-harmonious relation

ships might be analysed to de termine the relative importance of 

each of the factors. 



CHAP1ER VI 

CONCLUSIONS 

This study has been primarily concer.ned with investigating 

the hypothesis that the structure wi thin which the union-management 

accommodation process occurs has a significant effect on the quali ty 

of the relationship and its resulta. It involved consideration 

of the degree to which the type of reiationship is dete:rmined by 

the bargaining structure. ~e specifie question posed was: "What 

difference does i t make to the local establishment if the basic 

standards are fo:rmulated ou tside of the establisbm.en t by outside 

management and union representatives?" !!he first major difference 

is that the content of the local union-management relationship is 

affected. n:te local parties to the relationship are fo:rmally 

excluded from dete:rmination of the basic features of their contract 

relationship. The national type of contract does not take many 

features of the individual local plant into account and the parties 

at this level are forced to attempt to meet local problems through 

the processes of contract interpretation and administration. The 

formulation of basic standards by outside parties has the general 

effect of largely reducing antagonism at the local establishment 

level. œhe local people on both sides have a generally high co

operative content in their relationships. They recognize that 

_they are both operating on the basis of a "foreign" document which 
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sets out the for.mal rules of their relationship. Their areas of 

self-determination are confined to the processes of contract 

interpretation and administration and the info:rmal processes of 

accommodation in their day-to-d~ relationships. 

In the plant studied, the external structure of outside 

contract determination was associated with a high level of 

autonomy of the parties at the local plant level in matters of 

plant operation and contract administration. ~s autonomy could 

be sucee ssfully main tained so long as union-management problems 

were handled at the local level and did not have to be referred 

above the plant level by ei ther of the parties. Autonomy per-

mi tted the operation of an informal process of accommodation 

which met the needs of beth parties, needs that could not be 

successfully met within the fo:rmal rules. In order to maintain 

a high degree of autonomy in the operation of the plant the plant 

managers had to maintain a high occupational status which, in 

part, depended upon union-management problems being successfully 

coped wi th at the plant level. !Ihis was passed down the manage rial 

hierarchy to the superintendent level and was expressed through 

the shop foremen' s de sire to con tain and solve problems at the 

shop level. 

b study shows that out of this structural condi tien 

the re has been the developmen t of an infor.mal no:rm of non-referral 

which requires that union-management problems be contained and 

solved at the lowest possible level of relationship. !Ihis norm 

operates most often at the level of the individual shop but i t is 
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at i ts strongest at the plant level where i t is almost al ways 

observed by ;Qoth union and management representatives. Failure 

to maintain the inf'ormal norm of' non-ref'erral at the plant level 

would produce negative sanctions f'or both parties by threatening 

their autonomy and their respective statuees. At the level of' 

the individual shop, f'ailure to maintain the norm threatens the 

relative autonomy of the shop f'oreman and his occupational statue. 

~ norm is maintained at the shop level due to the f'act that the 

union officer or shop ohairman also has objectives which cannot 

be met by strict application of the fozmal rules. b union 

of'ficer wants to obtain concessions f'rom the foreman, outside the 

f'ormal rules, to pass on to his members, to maintain his statua, 

and to ensure his re-election to a privileged role which he value s. 

Out of the se conditions there has developed a process 

of inf'ormal accommodation and treaty-making which operates in the 

union-management relationship at the shop level. !Ihis process is 

surrounded by a varying degree of co-operative sentiments. Some 

non-co-ope ra ti ve sentiments exi st be tween the parties; the se vary 

from relationship to relationship and from issue to issue. 

Generally, these are not dysfunctional to the operation of the 

rel a tionships as the ir mani fe station tends to le ad to a breakdow.n 

in the inf'onnal pro ce ases of accommodation and a failure to mee t 

the respective needs of the parties wi th a consequent statua 

reduction and threat to the autonomy of the parties. 1he union 

officer is in a position of advan tage as he can utilize a threat 

of upward referral to coerce the shop foreman to make concessions. 
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~s advan tage only disappears at the plant level where a 

failure to resolve problems will threaten the autonomy and statua 

of both parties. 

~s study raises a number of questions which require 

further research. A number of factors have been identified which 

have consequences for the statua of the union-management relation

ship and while the se have been examined in some detail wi th 

reference to the two extreme cases they require more general study 

both in this plant and in others. 

It was noted that this plant has a number of inbuil t 

stabili ty factors in tems of union•management relations such as 

its non-competitive character, and certain characteristics of its 

workforce. !lhere is a need for further re se arch to compare the 

union-management rèlationship in this plant wi th others which 

share the factor of outside contract settlement but which do not 

exhibi t the seme inbuil t stabili ty factors. 

In a study of this kind one can never be certain that 

the si tu.ation under observation does not consti tu te a special case. 

Bargaining at a level higher than the individual plant implies 

that there is some physical separation between head office and 

individuaJ. plant. ~The combination of the se two factors may 

always lead to the structural and relational developments which 

have been observed at the Angus Shops. ~s can only be confinned 

by further research and comparison. 
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Appendix A. 

CHA.RAC!IERISTICS OF THE RESPONDENTS 

Seventeen respondents comprise the occupants of the key 

roles of union shop chairmen and shop foremen. !Ihese provide 

eight relationships which are referred to throughout the study as 

relationships A, B, C, D, E, F, Fx, G, and Gx. The category Fx 

is not a proper relationship. It arises from the fact that one 

of the General Shop Foremen was the relationship partner of two 

union shop ohaizmen. Since the foreman only made cross reports 

on the union officer with whom he had the most dealings the Fx 

relationship consti tu tes a supplementary report on one General 

Foreman. !the re is no reciproci ty in the Fx reports and this 

category cannot be regarded as a complete relationship. b 

reason for reporting two of the relationships as G and Gx is that 

this is a case where one union main tains a relationship wi th two 

foremen. However, two separate shops are involved and two 

different officers from the same union so the se do cons ti tu te full 

relationships. We have eight full rela.tionships in the study, 

i.e., all relationships wi th the exception of Fx:. 

Most of the union shop chainnen have a record of long 

service in this plant ranging from a low of aeventeen years to a 

high of forty-eight years. The foremen' s service ranges from 
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thirty-four years to forty-six years; the only exception being 

one foreman who has worked most of the time at another plant 

belonging to the same company. Four of the union shop chairmen 

started work in this plant as boys. !IWo of them started work as 

"shop boys" or messengers and later became apprentices; the other 

two started work in this plant as apprentices to their respective 

crafts. ~ree of the union shop chairmen started work in the 

Angus Shops as labourera; two of the se progre ssed to achieve 

craftsman statua and the third is still a labourer. The remaining 

two union shop chai:rmen served their apprenticeships wi th other 

companies and later came to work at this plant. 

Of the eight foremen in the sample, six started work in 

the Angus Shops as appren tices, the other two started work as 

11 shop boys" and la ter be came apprenti ce s. Seven of the foremen 

have spent their working lives in this plant and the other has 

spent his working life wi th the C.P .R. but only nine years in 

these particular shops. Only four of the seventeen respondents 

in the sample have ever worked anywhere other than the Angus 

Shops; the remaining thirteen respondents started work in this 

plant straight from school, served their apprenticeships here, 

and have continue d to wo rk he re • 

At the time that the study was conducted i t was estimated 

that approximately four thousand men were employed in the plant, 

excluding the office employees. It was also estimated that 

approxima tel y 75% of the employees we re French-Canadiens, the 

remainder being mostly English-Canadians al though there were a 



101 

number of workers of Italien and central European origin in some 

of the shops. ~e reported ethnie origin of the respondents and 

the language used in interaction produced the following responses: 

Rel a tionahip 

A 

B 

c 

D 

~ XIII 

REPOR!ŒD ETHNIC ORIGIN AND LANGUAGE 
U SED IN BÉLA TIONSHIP IN !IERAC TION 

Reported Ethnie Origin: Language Uaed: 

Union Foreman Union Fore man 

Scottish Scottish English English 

English-Can. English-Can. English English 

French-Can. French-Can. Eng. & Fr. Mo stly French 

French-Can. English-Can. English English 

E Engliah-Can. English-Can. English English 

F French-Can English 
Scottish English 

Fx French-Cau. English 

G French-Can. English-Can. English Eng. & Fr. 

Gx French-Can. French-Can. French French 

This shows that of the nine union officers in the sample, six are 

French-Canadians and three may be deacribed as English-Canadians. 

Of the eight foremen in the sample, only two are French-Canadians 

while the other six may be described as English-Canadiana. Of 

the eight key relationships, five are occupied on both aides by 

people of common ethnie origin, three of these being English

Canadian and two being French-Canadian. !!he remaining three key 
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relationships are occupied on one aide by an Englieh-Canadian 

and on the other by a French-Canadien. 

De spi te the fact that eight of the seventeen respondents 

occupying role s in the key relationships are French-Canadiens the 

operational language in the plant is reported to be al.most ex

cluaively English. Only two out of the eight foremen are French

Canadiens and none of the higher management officers in the plant 

are French-Canadian. De spi te the fact that English is ne arly 

always used in interaction in the union-management relationships, 

ten of the seventeen respondents in these relationships claimed 

to be bilingual; fi ve claimed to be partial.ly bilingual; two 

said that they spoke English only. Of the nine union shop chair

men, seven claimed to be bilingual and one to be partial.ly bi

lingual. !lhree foremen claimed to be bilingual and another four 

olaimed to be parti ally bilingual.. Of the ten re sponden ts who 

claimed that they were bilingual., sevan were French-Canadiens; 

four of these were union officers and three were f'oremen. Only 

one union officer reported that he was not bilingual.. Of the 

remaining five English-Canadian foremen, four claimed to be 

partial.ly bilingual and the other reported that he was not bi

lingual 
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SCHEDULE B-1 

Interview Schedule :for Supervisera 

Are a o:f Jurisdiction, Indus trial His tory, Union Affilia ti on, 
and Ethnie Factors. 

1/2. What departments do you have jurisdiction in? 

1/3. What is your own occupational classification? 

1/4. How long have you worked for the C.P.R.? 

1/5. How long have you worked in the Angus Shops? 

1/6. What was the :first job that you had w1. th the C.P .R.? 

1/7. What was the first job that you had in the Angus Shops? 

1/9. How long have you held your present job? 

1/16. Have you ever been a member of a trade union? 

l/16a. Have you ever held office in a trade union? 

1/17. What is your ethnie origin? 

1/18. Are you bilingual? 

Relationship Partners. 

2/1. In your official capaoi ty, as a foreman, how many union 
o:fficers do you have regular dealings wi th? (Indicate 
union of:ficer and how often.) 

2/2. Which union office re do you have the most frequent 
dealings wi th? 

103 



104 

Cross-report on relationship partner' s attitude a and actions. 

J/l. 

3/2. 

3/3. 

3/4. 

3/5. 

3/6. 

3/8. 

3/9. 

3/lO. 

3/ll. 

3/12. 

3/13. 

3/14. 

3/1.5. 

3/16. 

3/1.7. 

3/18. 

3/19. 

3/20. 

Describe the position held by the union officer with 
whom you have the most frequent official dealings. 

On the average, how often do you have dealings wi th 
this offioer? 

'What is his ethnie origin? 

llhat language do you epea.k at your meetings? 

Do you consider that he lmows the oontraot agreement well'? 

Do you find him co-operative'? 

How do you feel about having to deal with union offioers? 

Do you ever seek advioe on your problems from the union 
offioer ( s)? 

What do you feel when you are told that the union 
offioer(s) want to see you on another grievanoe? 

What peroentage of the grievanoes that come before you 
are you able to settle right here'? 

Do you find the union offioer(s) anxious to prevent 
grievanoe s from going highe r up the line? 

Have you ever found the union offioer willing to concede 
a point to you to get a problem settled at the shop level '? 

What kinds of things would the union offioer be prepared 
to concede on? 

Are there any issues that you find the union officer 
very rigid and inflexible on? 

Why do you think that this union offioer does/does not 
make concessions to you? 

How do you feel about the strength that the unions have? 

Do you feel that you have enough power to do your job well? 

Would you de scribe your relationship w1 th this union offioer 
as excellent, very good, good, fair, bad, or very bad? Why? 

Do you think that this union offioer is a good man for 
the company? Why'? 
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3/21. Do you think that he is a good union officer? Why? 

3/22. If a problem arises which is not covered by the agreement 
what does this union officer tend to do? 

Seniori ty. 

3/23 •. How do you think this union o.f.ficer feels about the 
seniority rules relating to upgrading, transfera, etc.? 

3/24. Does he ever try to deviate .from the agreement on this? 

3/25. Does he ever make any concessions to you on this? 

3/26. Do you ever make any concessions to him on this? 

3/27. What happens if' problems arise relating to seniori ty 
which are not covered in the master agreement? 

3/28. Have you ever had problems in the shop which required that 
you find local solutions on questions related to seniori ty? 

Discipline • 

3/29. How strict are you on the application of discipline? 

3/30. Do you ever deviate from the "latter of the law" on this? 

3/31. Do you ever make concessions to the union on this? Why? 

3/32. Do you sometimes manage to work things out together on 
this? 

Hiring, Firing, and Lay-offs. 

3/33. 'What role do you play in the hiring, firing, and laying
off of men? 

3/34. Do you ever accept suggestions in this area from the union? 

3/35. Do you ever make concessions on these things to the union 
to mee t local conditions? 
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Partner' s General Attitude. 

3/36. In general, is the union officer a man who sticks rigidly 
to the latter of the agreement or someone who is prepared 
to work out local problems wi th you? (Obtain exemples.) 

3/37. Why do you think the union officer takes this attitude? 

Problems outside the Agreement and Infonnal Arrangements. 

4/1. 

4/2. 

4/3. 

4/4. 

4/5. 

4/6. 

4/7. 

4/8. 

4/9. 

4/10. 

4/11. 

4/12. 

4/13. 

Do problems sometimes arise in the shop which are not 
covered in your wage agreement? What kinds of things? 

How do you usually cope with situations which arise 
which are not specifically covered? 

Are there any rules in the agreement presently which 
create difficul ties for you as a superviser? 

Are the re any provisions not in the agreement at the 
moment which you would like to see there? (Specify and 
give reasons why.) 

How does the union officer react to problems which arise 
which are not covered in the agreement? 

How do you react? 

Do you and the union officer usually manage to work out 
such problems wi thout ta.king i t higher? 

Have you ever been able to work out infonnal arrangements 
with the union officer to deal with problems you have had 
in the shop? 

Do you think that as a local superviser you should have 
some power to make local arrangements to cover parti cul ar 
problems in your shop? 

In which areas? 

Have you ever been able to make a local arrangement 
which was beneficial to both parties? 

Do you find that the union officer is prepared to co
operate wi th you to find a solution to a shop problem 
which has cropped up and which is not covered in the 
agreement? 

On what kinds of problems? 
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!Ihe Incidence and Nature of Grievance s. 

5/6. 

S/7. 

5/8. 

5/9. 

5/10. 

5/11. 

5/12. 

5/13. 

5/14. 

5/15. 

5/16. 

5/17. 

5/18. 

5/19. 

How many grievances are nom.ally brought to you in the 
ave rage mon th? 

What percentage of these do you manage to settle yourself? 

What kinds o:f things can you normally reach agreement on? 

W.h.at kinds of things can you not normally reach agreement 
on? 

In general, what is the most recurring source of grievance? 

lthat other things are the source of regular grievance s? 

Why do you think: these things cause confiict? 

Are you ever able to work out local arrangements to solve 
some o:f the se problems? Wh.a.t kinds o:f things and at what 
level? 

Are you ever able to solve problems outside the formai 
grievance process? W'hat kinds of things and under what 
procedure' 

What kinds of issues do you find lend themselves to 
se ttlemen t through in:formal arrangemen ta? 

What kinds of issues do you find do not lend themselves 
to se ttlemen t through in:formal arrangemen ta? 

'What problems do you have the most disagreement wi th the 
union o:fficers on? Why? 

What problems do you :find the easiest to sett1e? Why? 

Do you :feel that the formal grievance procedure is adequate 
to cope wi th all the prob1ems that you have arising in your 
shop? 

Local v. National Contract. 

6/1. Do you ever feel that you are at some disadvantage in 
having a national rather than a local contract? 



6/2. 

6/3. 

6/4. 

6/5. 

6/6. 

6/7. 
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Do you ever feel that the local union officers are at 
some disadvantage in having a national rather than a 
local contract'? 

What advantages or disadvantages do you think a local 
con tract migh t have from management' s point of view'? 

What advantages or disadvantages do you think a local 
contract might have from the union point of view'? 

How closely do you follow the national negotiations'? 

How closely do you think the average employee follows 
them'? 

Do you think that the national negotiatars are able 
to take your local problems in to accoun t'? 

Re taining Grievance s at the local level. 

7/3. 

7/4. 

7/10. 

7/11. 

7/12. 

How many grievance s would you normally have passed 
up higher in a year'? 

What kinds of issues would be involved'? 

Do you feel that union and management should co-operate 
to settle all issues at the local level'? Why'? 

Would you ever be prepared to compromise or make 
concessions to prevent a problem going outside'? 

Have you eve r be en able to come to a "gentlemen's 
agreement" to solve certain problems'? (Examples.) 

Duties, Power, and Function. 

8/1. Do you feel that union officers should have more 
loyal ty to the union or to the company'? 

8/2. As a superviser, what do you regard as your main task'? 

8/3. Do you feel that you have enough power to do your job'? 

8/4. Do you feel that you could do a bettex job if some 
thing s we re change d'? 
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8/6. What do you regard as the main task of the union officers? 

8/7. Do you think that they have enough power to do their job? 

8/8. How do you fe el, in general, about the union-management 
relations in this plant? 

8/9. Do you feel that the union officers perform any useful 
function for the company? 



Appendix B 

SCHEDULE B-2 

Interview Schedule for Union Officers 

Since the questionnaires for management and union 
conta.ined many identical items, only tho se which differ from 
B-1 are reproduced he re. All the questions used in B-1 were 
also used in B-2 wi th the transposi tian of nunion office rn 
and "superviser" as mqaired. 

Area of Jurisdiction, Industrial History, Union Affiliation, 
and E thni c l!'ac tors. 

1/l. Which union do you represent? 

l/8. What union office(s) do you presently hold? 

1/9. How long have you held this union office? 

1/10. When did you last come up for election? 

1/11. Were you opposed in the last election? 

1/12. When do you next come up. for election? 

1/13. Do you intend to run for re-election? 

l/14. W.hy? 

l/15. Which other union poste have you held in the past? 

1/16. Have you ever held a supervisory job wi th the company? 

Cross-report on relationship partner. 

3/7. Ras this superviser ever been a member of your union? 

llO 
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The Incidence and Nature of Grievanoes. 

5/1. On the average, what would be the total number of items 
that your members would rai se as poten ti.al grievance s in 
a month? 

5/2. What percentage of. these would you nonnally reject? Why? 

5/3. What percentage of the grievances that you take up do 
you nonnal1y manage to settle on the shop noor wi th the 
particular foreman invo1ved? 

5/4. What kinds of things can you no:rmal1y settle at this leve1? 

5/5. What kinds of things can you no:rmally not settle at this 
level? 

Retaining Grievances at the local level. 

7/1. How would you desoribe your relationship with the works 
manager? 

7/2 • Do you think tha t he lmows the con tract agreement well? 

7/5. What percenta.ge of grievances would you be able to settle 
at this level? 

7/6. What kinds of things do you find easiest to settle wi th him? 

7/7. What kinds of things do you find most difficul t to settle? 
Why? 

7/8. Do you find that he is prepared to make concessions on some 
things to stop them going higher up? Which things? 

7/9. Are there any issues upon which he will not make concessions? 

Duties, Power, and Function. 

8/5. What services do you provide for your members apart from 
contract matters? 
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Appendix B 

SCHEDULE B-3 

Interview Schedule for both Supervisors and Union Officers 

Contextual Factors. 

1. What is the physical distance between the normal location 
of the foreman and the union officer in the plant? 

2. Is the forema.n' s office open or closed? Are the re any 
physical barriere to interaction? 

3. Are there any organizational barriere to the initiation 
of a mee ting be tween the parties to the re la tionship? 

4. What is the present condi t:ion and future prospect for the 
craft? Is i t an expanding or contracting trade? 

5. What is the skill distribution of the workforce in the shop? 

6. What is the estimated number of employees in the shop? 

7. What is the ethnie composition of the workforce in the shop? 
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Trade Unions Re pre sen te d by the Re sponden ts 

1. The International Association of Machiniste. 

2. United Associa ti on of Journeymen and Apprenti ces of the 
Plumbing and Pipefi tting Industry of the United States 
and Canada. 

3. International Brotherhood of Boilennakers, Iron Shipbuilders, 
Blacksmiths, Forgers and Helpers. 

4. Brotherhood of Railway Cannen of America. 

5. International Brotherhood of Electrical Workers. 

6. Sheet Metal Workers International Association. 

7. International Brotherhood of. Firemen and Oilers, Power Plant 
Operators, Helpers, Round House and Railway Shop Labourera. 

113 



SELEC !lED BIBLIOGRAPHY 



SELEC !lED BIBLIOGR.APHY 

Books 

Arensberg, Conrad M., et al. Research in Industrial Human 
Relations. New York: Harper & Bros., 1957. 

Argyris, Chris. Executive Leadership: .An Appraisal of a Manager 
in Action. New York: Harper & Bros., 1953. 

___ • Personality and Ore;anization. New York: Harper & 
Bros., 1957. 

Barnard, Chester I. nte Fu.nctions of the Executive. Cambridge, 
Maas.: Harvard UniversitY Press, 1945. 

---· 
Blum, Fred H. ibwa.rd a Democratie Work Process. New York: 

Harper & Bros., 1953. 

Clegg, H. A., Killick, A. J., and Adams, Rex. Trade Union 
Office ra. Cambridge, Maas.: Harvard University Press, 
1961. 

Derber, Mil ton, Chalmers, V. Ellison, and Stagner, Ross. nte 
Local Union-Management Rela.tionshia. Urbana: University 
of Illinois, Institûte of Labor an Industrial Relations, 
1960. . 

Drucker, Peter F. b Concept of the Corporation. New York: 
The John Day Co., 1946. 

Dubin, b Sociolo 
rentice-Hall, 

Fleishman, Edwin A., Harris, Edwin F., and Burtt, Harold E. 
Leadership and Supervision in Industry. Columbus, Ohio: 
Ohio State University, 1955. 

Gouldner, Alvin w. Patterns of Industriel Bu.reaucrac;y. Glencoe, 
Ill.: 1he Free Press, 1954. 

Harbison, Frederick H., and Coleman, John R. 
in Collective Bargaining. New York: 
1951. 

115 

Goals and Strategy 
Harper & Bros., 



116 

Romans, George c. ~ Human Group. New York: Harcourt, Brace 
& Co., 1950. 

Hoslett, s. D. Human Factors in Management. New York: 
Harper & Bros., 1946. 

Kornhauser, Arthur, Du.bin, Robert, and Ross, Arthur M. 
Industrial Conflict. New York: McGraw-Hill Book Co., 
1954. 

Lipset, Seymour Martin, Trow, Martin, and Coleman, James. 
Union Democracy. (.Anchor Books.) New York: Doubleday . 
& Co., 1962. 

Ma son , Edward S • ..:.:Th~e....;:;C.:.o.=..;;..::;,;::..::.:::..::;.:::..,r::;:....::.;:.::.::..=.::...::.;:=-:-=:.=.:.:.:.~ 
Cambridge, Mass.: 1959. 

McGregor, Douglas. The Human Side of Enterprise. 
New York: McGraw-Hill Book Co., 19oO. 

Moore, Wilbert E. Industrial Relations and the Social Order. 
2nd ed. revised. New York: 1he Macmillan Co., 1951. 

----· ihe Oonduct of the Cocyoration. 
Random Hou se, 1962. 

New York: 

Paterson, T. T. Glasgow, Limi ted: A Case Stud:y. 
(University of Glasgow, Social and Economie Studies, 
No. 7). New York: Cambridge University Press, 1960. 

Sayle s, Leonard R., and Strauss, George. nte Local Union: 
Its Place in the Industrial Plant. New York: 
Harper & Bros., 1953. 

1'8nnenbaum, Amold s., and Kahn, Robert L. Participation 
in Local Unions. New York: Row, Pe terson, & Co., 1958. 

Whyte, William Foote. Man and Organization: !lhree Problems 
in Human Relations in Industry;. Homewood, Ill.: 
Richard D. Irwin, 1959. 

----· Men A.t Work. Home wood, Ill. : Richard D. Irwin, 1961. 

Articles and Periodicals 

Dalton, Melville. "Unofficial Union-Management Relations," 
American Soeiological Review, XV (October, 1950), 611-619. 



117 

Simon, Herbert A. "Decieion-Making and Administrative 
Organization, tt Public Administration Review, (1944), 
16-30. 

Stinchcombe, Arthur L. "Bureaucratie and Ora.ft Administration 
of Production: A Comparative Study," Administrative 
Science Quarterly, (1959), 168-187. 

Tannenbaum, Robert and Massarik, Fred. "Participation by 
Subordinates in the Manage rial Decision-Making Process," 
Canadian Journal of Economies and Political Science, 
(1950), 408-418. 

Reports 

National Planning Association. Fu.ndamentals of Labor Peace, 
A Final Report. (Case Study No. 14). Washingtôn, 1953. 

Vi teles, Morris s., and !Ihompson, Claude E. The Role of Leader
ship in Supervisor;r Management. (Proceedings of a 
Public Forum sponsored by b Economie and Busine sa 
Foundation). New Wilmington, Pennsylvania, December 1945. 

Unpublished Material 

International Railway Unions Research Bureau, Montreal. 
"Submission Before a Board of Conciliation and 
Investigation on behalf of the Associated Railway 
Unions." Montreal, 1960. (Mimeographed.) 


